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PREFACE 
 
The starting point of this study is my personal interest towards hospitality and tourism service 
development. I currently work as a lecturer in Hotel Management at Turku University of 
Applied Sciences and my work history is firmly in the hospitality industry, mainly hotels. I 
have, for some years already, paid attention to the increase of wellness services, like hotel 
spas. Also the discussions of the wellness trend in different journals and text books have 
caught my eye and interest. 
 
With the knowledge on wellness tourism trends and an interest in hotel services development, 
I approached an international hotel chain to enquire whether they would have any need, for 
any research in their hotels. To my delight they said “yes” and the study on how to develop 
new services using competitor benchmarks on spas could begin in September 2005.  
 
This splendid research opportunity wouldn’t have been possible without the support of my 
employer and my colleagues at Turku. Also the positive attitude and financial support from 
the Vice President of Technical Services, Mr. Kennedy as well as advice from Mr. Worrell in 
England helped me a great deal starting this research. I also want to extend my thanks to the 
technical team and especially to Christina and Peter for offering a roof over to my head! 
 
The wellness journey in this study is about to finish with these last words that I now write but 
the true journey to wellness is still very much at go. New spa services and products are born 
everyday – let’s make the best use of them – be pampered and enjoy! 
 
 
1 INTRODUCTION 
 
 
Do you want to be part of the next “trillion dollar industry”? 
 
This question is presented by a renowned American economist Pilzer (2002), who maintains 
that $1.5 trillion of the U.S. economy today is devoted to the healthcare business. He refers to 
it as the "Sickness Industry". He claims that by the year 2010, an additional $1 trillion of the 
U.S. economy will be devoted to products and services that keep us in good health, make us 
look or feel better, slow down the effects of aging, and prevent diseases from developing 
altogether. The implications of the shift to proactive wellness are far reaching from health to 
beauty to food to medicine.  
 
Wellness has also emerged as a major feature of tourism in Europe over the past five years. 
According to Stevens  (2005, 69) the increase in consumer demand for well-being holidays is 
now a major driver of tourism throughout Europe and a key influence shaping destination 
planning, development and positioning. The demand for wellness exists but how are these 
new services developed and how are the new ideas generated?  
 
Benchmarking is recognised as an essential tool for the continuous improvement of quality. 
The concept is widely discussed in management disciplines and, for example, in Total Quality 
Management (TQM) literature. The companies that are usually benchmarked represent the 
leading best practise champions in their area of business. They have created services and 
products that give them prime position in their related fields. Being number one means you 
must have done something right, be it the process, the service, the product or something else. 
Since benchmarking industry’s best practices can be used for improving quality, it could 
possibly be used for other development purposes as well. 
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 Customer expectations of new services and products are increasingly demanding. New 
products are born everyday, hence the interest in the topic of product development primarily 
by engineering and marketing academics and practitioners. Little attention, however, has been 
paid to more multidisciplinary service product development. According to Fitzsimmons and 
Fitzsimmons (2000, ix) services are in the process of witnessing a transformation from the 
traditional concept of a service transaction to one of an experience.  
 
The problem in creating new tourism products, such as hotel services, has long been the 
attempt of using the model for physical product development (Suontausta and Tyni 2005, 
181). In their review of new service development (NSD) processes Johnson et al. (2000, 9-10) 
say that within the existing literature, the NSD processes studied usually ignore the unique 
characteristics of services, and are based on a  NPD (new product development) process 
framework offered by Booz et al. in the early 1980’s. 
 
Finnish tourism authors Komppula and Boxberg (2002, 96-97) also argue that the amount of 
existing research and literature on new product development in tourism enterprises is 
surprisingly small, and internationally more attention has been paid to tourism destination 
development. They have developed a model for tourism product development and argue that 
the biggest problem in the original model7 they have used is that it fails to consider the 
augmented product model as such. Also, in the augmented product the service concept, with 
the image and reputation of the company, are taken into account, as the customer evaluates 
his/her experience not by a single product but as an entity.  
 
In the hospitality industry there is often a need to think of services rather than products. 
Therefore NSD, rather than product development, was chosen as the primary concept in this 
study.  Developing new services requires formulating new service objectives that enhance the 
company’s business mission, strategies and goals. Generating ideas and creating concepts are 
the second phase in the new service development process. The following step is to develop 
selected ideas to the level of concepts. Finally, service designs should be created and tested 
before possible test marketing and launching. (Booz et al. 1982; Johne and Storey 1998; 
Kinnunen 2001)  
                                                 
7 Zeithaml and Bitner (2000) 
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The journey from an idea to a new service or a product can be long and costly. This study 
concentrates on enhancing the knowledge of the first phase on the NSD process i.e. how the 
ideas are born or generated. Kinnunen (2004, 40) claims that the initiation process can be very 
vague, that new services are just “born by themselves”. Often new services are the “children” 
of those working within a hospitality company for example. Sometimes they are services 
suggested by the customers or co-operating partners like distributors and suppliers. Less 
creative, but an often used method, is also copying competitors. Jones (1996) as well as de 
Jong and Vermeulen (2003) argue that most services are born ad hoc rather than through more 
formal structures.  
 
Based on these arguments it seems to me there is a need to systematically generate ideas, but 
how? Kinnunen (2001, 66) argues that very few attempts have been made to study the 
generation of service ideas although also according to Kinnunen (2004, 40) the academic 
world has been keen to systemise the idea generating process. They have proposed 
independent units for managing new ideas and creating services within companies.  These 
units would work on the actual initiation process as well as the management of NSD teams. 
They could, for example, organise a method of initiating new service ideas for both 
employees and customers.  
 
Benchmarking is a method used for improving quality, and means: "Improving ourselves by 
learning from others". (http://www.benchmarking.gov.uk/about_bench/whatisit.asp) Along 
with this definition one could perhaps continue that improving business could mean creating 
new services and products, and that benchmarking therefore could be a suitable tool for this 
improvement. As business ideas cannot be copied because of the initial service processes’ 
uniqueness benchmarking could be viewed as an idea generating tool rather than a mere 
copying exercise even though the ideas already exist elsewhere. 
 
 9
  
Based on these arguments the purpose of this study is to examine how the benchmarking 
method can be used as an idea generating tool in the new service development process. 
This overall purpose is divided into the following four sub-objectives of the study:  
♦ The first sub-objective of the study is to examine the NSD process models 
and especially those with an idea generating phase. This is conducted to 
find a specific NSD model to be used as a theoretical framework.  
♦ The second sub-objective is to choose the type of benchmarking method to 
be used for the empirical part of the study. Once chosen, the benchmarking 
criteria to be used are built, the companies to be benchmarked are chosen and 
the actual visits are performed.  
♦ The third sub-objective is to analyze the data collected and finally;  
♦ The fourth sub-objective is to evaluate whether the chosen method can be 
used in the idea generating phase of the NSD process.  
 
The method is tested in the empirical part of the study by performing benchmarking visits. 
These visits are performed in England and the target companies are all hotels that offer 
wellness services to their customers and are identified as industry leaders amongst their 
clients. The visits and how they are conducted are discussed in chapter 4. The empirical part 
is based on four case studies introduced in chapter 5. A finalized model for using 
benchmarking in NSD is presented in chapter 6 and finally, chapter 7 is an assessment of this 
study. 
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2 WELLNESS TREND 
 
2.1 Introduction to past and present of wellness 
 
Trends have a major influence on many aspects of life. They can shape our minds and they 
definitely shape the products and services around us. One trend rising is wellness. What 
exactly is it? 
 
To understand this trend one has to reflect on the history of the European health related 
culture and how it has evolved during a very long period of time. According to Suontausta 
and Tyni (2005, 7), leisure bound health tourism can be divided into three major phases as 
follows: 
 
An era between 10 000 BC– 500 AD 
European spa culture has its roots in ancient Babylon where the curative and purifying effects 
of water were already acknowledged and early spas developed. Similar developments are also 
evident in Ancient Greece and 
Rome.  
 
Spa culture was highly appreciated in Rome where spas were the centres of leisure activities 
and socializing. Spa culture slowly spread to central-Europe, where spas were mainly used as 
places to socialise and for cleaning purposes. With the downfall of the Roman Empire, the spa 
culture in Europe deteriorated slowly. The use of mineral water, health and hot springs were 
known also in other cultures like the Mayas in South-America, the natives in North-America 
as well as in the Asian cultures where also a philosophical point of view played a big role in 
the practice. (Suontausta and Tyni, 2005, 8-9) 
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An era between 500 AD – late 20th century 
Health related travel and the evolvement of modern tourism in Europe have greatly developed 
the spas as we know them today. Due to the dirty urban environment, especially in the big 
cities of Europe, health tourism became very popular during the 16th and 17th centuries, and at 
first nature played a big role in the development. Seawater and mineral springs were believed 
to have curative effects so places by the sea and by the springs became the playgrounds of 
fashion and social encounters.   
 
In particular, Germany, Italy, France, the United Kingdom, Austria and Bohme were countries 
with popular spa destinations. In the Nordic countries a similar development occurred during 
the 18th century. Mineral water was used as a drink as well as for bathing. Seaside destinations 
offered bathing in seawater which was considered especially healthy by doctors. Slowly,  
destinations started offering better quality accommodation and many turned into popular 
social scenes for the affluent bourgeois and royalty (Suontausta and Tyni, 2005, 9-11). 
 
Climate has always played a role in tourism. North-Europeans have favoured the sun but 
when the climate was too hot also mountains with fresh and cool air become very popular 
summer destinations. The 19th century Romanticism era favoured nature, which was 
examined from a different perspective than previously. People admired the wild, untouched 
nature. The aim was to have esthetical experiences from nature and, on the other hand, to 
strengthen the rise of nationalism around Europe. People wanted to refresh themselves 
spiritually and also exercise in nature, for example by walking in the mountains, which was 
considered part of health tourism.  Towards the early 19th century many popular spas lost their 
status as trendy destinations as the overall healthcare system developed in Europe. Also, 
political instability and wars created problems in some areas. Germany was an exception as 
the unions and social tourism organisations still favoured spa destinations. (Suontausta and 
Tyni, 2005, 9-11). 
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Present times – towards “wellness” -thinking    
In the late 19th century, seaside holidays became fashionable again as the curative effects were 
re-discovered. The spas became yet again places of social interaction. Switzerland and the 
French Riviera established spas and sanatoriums before the world wars. Thalassotherapy 
(based on seawater) has become a major investment in France and also elsewhere in Europe 
and the USA the development and re-development of spas is noticeable.  Since the beginning 
of the 21st century, wellness has become a global phenomenon which will most probably 
effect the development of tourism markets and the diversification of health related service 
provision, as well as will attract new customer segments. (Suontausta and Tyni, 2005, 11-12) 
 
Health tourism is defined as a global tourism segment which includes wellness tourism as 
one of its sub sectors. These two terms are often used interchangeably or even synonymously. 
Technically, health tourism is composed of two different elements namely health-care and 
medical tourism and wellness tourism. They both aim at promoting and up keeping health. 
Wellness also relates to words such as pleasure (of the mind and body) and luxury. (Finnish 
Tourist Board, 2005) 
 
As a word “wellness” is still relatively young. In 1961 an American physician Dr Halbert 
Dunn, developed the term as a combination of the words “wellbeing” and “fitness”. Later the 
word was adapted in connection with some health related publications. Mintel (2004) defines 
wellness as follows: “Wellness can be defined as a balanced state of body, spirit and mind, 
including such holistic aspects as self-responsibility, physical fitness/beauty care, healthy 
nutrition, relaxation, mental activity and environmental sensitivity as fundamental elements. 
Wellness is also viewed as a way of life, which aims to create a healthy body, soul and mind 
though acquired knowledge and positive interventions.”  
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Müller and Lanz-Kaufman (2001, 7) have summarized the principal elements of wellness in 
the following diagram (Figure 1). The model starts from the centre with “self responsibility”. 
This means that we are all in charge of ourselves. The next layer presents the elements of 
body, soul and mind. Attending to these elements promotes one’s well-being and health. The 
outer layer presents elements external to ourselves; these are elements that affect us all and 
seeking the balance of social contacts and environmental responsibility will enhance our state 
of wellness.  
  
 
 
 
 
Social contacts 
Environmental responsibility 
Self  
responsibility 
Mind: 
mental activity /  
education 
Relaxation: 
rest / meditation 
Health: 
nutrition 
/ diet 
Body: 
physical 
fitness / 
beauty care 
 
 
Figure 1. The elements of wellness (Müller and Lanz-Kaufmann, 2001, 7) 
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Spas are a form of wellness product in the hotel industry. According to “Encyclopædia 
Britannica” (2006) the word “spa2” means a spring or resort with thermal or mineral water 
used for drinking and bathing. The name was taken from a town near Liège, Belgium, to 
which persons travelled for the reputed curative properties of its mineral springs. The 
elements that constitute a spa are introduced in chapter 2.1.2.2. 
 
In context to this study, wellness is discussed from different points of view. First in chapter 
2.1.1 Wellness trend as a driving force for NSD, the trend is introduced with some reasons for 
its fast growth rate in the world. It is pointed out that spas have become major players in the 
wellness tourism sector. As the wellness trend continues, it has become a driving force for 
new service development in the tourism industry.  
 
For a wellness customer, the product is not just a single hotel night or a period in a spa. In the 
literature a concept of the overall tourism product is used regularly (Suontausta and Tyni, 
2005, 134-135). This product is a chain of services and/or products from the minute the 
customer leaves his/her home to when he/she returns home. In this research all other products 
are excluded except the accommodation. 
 
In chapter 2.1.2 the business of hotels the service/product offering of accommodation 
establishments is introduced and the wellness trend is linked into the subject matter. It has 
become evident that the core product, a hotel room, is no longer enough for the demanding 
and trend conscious customer, so for example, spa departments with numerous pampering 
treatments have become number one supporting services in the fight over customers.  
                                                 
2 Search word: “spa”. 
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2.1.1 Wellness as a driving force for developing new services 
 
Wellness and tourism is a match made in heaven. Several factors will continue to contribute 
to the growth of wellness products and services in different market areas including hotels. 
These factors include, for example, the ageing of an increasing proportion of the developed 
world’s population, an increasing desire across cultures to live longer and well, a growing 
awareness of world health threats such as foot and mouth, SARS, and more recently the bird 
flu, and the seemingly unappeasable appetite for new and different leisure experiences. All 
these factors combine to yield growing demand for wellness tourism experiences from 
“around the corner” -day spas to destination resort wellness centres.  
 
The rapid growth of wellness tourism is also reflected in the latest development of spa 
tourism worldwide, which is a major component of wellness tourism. According to Mintel 
(2004) the number of spa establishments has grown 20% annually over the past eight years. 
Hotels are taking their share of the development, as spa departments have become one of the 
hottest features in their service offering. The wish to diversify and expand current service and 
product offering is also fuelling the wellness supply of the hotel industry. Mintel (2004) 
reports, that the number of spas in Europe alone is an estimated 2000, and in the US up to 
12 000. 
 
In a study on Well-being and Wellness tourism, the Finnish Tourist Board (2005, 5) pointed 
out that an estimated 6000 or more centres in Europe offer services and products related to 
well-being. This generates over 4 million trips annually and the number is growing. 
According to Stevens (2005, 69) also traditional health spas across Europe are undergoing a 
major renaissance due to, in part, to growing interest in alternative treatments for health-
related problems. However, the major growth area are the markets who wish to benefit from a 
traditional spa combined with a more rounded, holistic experience that results in a total 
enhancement to their feeling of well-being. This is where hotels and resorts with spas come 
into the picture.  
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2.1.2 The business of hotels 
 
Business idea defines the services or products that form the core business of the company. In 
the often tight markets one product may not be enough or it needs other products or services 
to support it (Kotler et al. 1999; Komppula and Boxberg 2002). This is also the case in the 
accommodation industry which is evolving fast although the core product, a hotel room with 
a bed, still remains as the basic business of hotels. This core product provides a focus for the 
business; it is the reason for being a hotel.  
 
Facilitating products are those services / products that must be present for the guest to use the 
core product. In a hotel these would include for example front office services, house keeping 
and food & beverage related services (restaurants, bars and other outlets depending on the 
rating of the hotel). Once a good nights sleep is over the customers often look around and 
wonder what else they could do in the hotel premises. The need to travel on business or the 
pure desire for a relaxing holiday is usually the driving force for using a hotel, but during their 
stay, customers are keen to use also other services than the room. (Alakoski et al. 1998; 
Kotler et al. 1999; Komppula and Boxberg 2002; Alakoski et al. 2006) 
 
The supporting products/services are extra products offered to add value to the core product 
and help to differentiate the hotel from its competitors. Traditionally, room amenities 
(toiletries, TV, radio etc.), leisure services (swimming pool, gym, sauna etc.) or similar are in 
the supporting product category. Some of these items have become so common, that they are 
considered core products, like TV. (Alakoski et al. 1998; Kotler et al. 1999; Komppula and 
Boxberg 2002; Alakoski et al. 2006) 
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There are also other elements involved in the accommodation experience. The customer 
compares not only the services and products of different hotels but also reflects his / her 
expectations mentally. Kotler et al. (1999, 276) therefore suggest a fourth layer called 
augmented product. It includes the physical environment, accessibility to the product, 
customer participation and interactions. These elements combine to the core, facilitating, and 
supporting products to provide the augmented product to the customer. The product levels are 
summarized in Figure 2. 
 
 
The Service Concept 
Accessibility of 
the Service 
Consumer participation 
Interaction
Augmented product 
Core service 
Facilitating 
services 
Supporting 
services 
 
 
Figure 2. Product levels (Kotler et al. 1999, 276) 
 
 
In a search for new services and products, the hotel industry has noticed the wellness trend as 
well. Estimates by the European Spa Association (ESPA) in 2000 put the number of people 
visiting the 1200 or so spas in Europe at approximately 20 million, involving almost 190 
million bed nights (Stevens 2005, 71).  
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This business generating figure is rather enormous, so it comes as no surprise that now both 
individual hotels and hotel chains have been introducing spa departments to urban hotels or 
resorts in destinations as their supporting services. An American spa consultant Singer (2003, 
1) has maintained: “Spas have gone from being a luxury to an amenity to a necessity for 
almost any four or five star resort and to many up-scale hotels”.    
 
2.1.2.1 Wellness hotels 
 
According to Mintel (2004) the definition of a wellness hotel is not quite clear. A hotel with a 
spa is not necessarily a wellness hotel. In general, wellness hotels offer the chance to balance 
your body, mind and spirit – but so does a spa hotel. In some European countries however, 
there are some services and facilities that wellness hotels are expected to provide. Mintel 
(2004) reports, that these requirements include nutrition, exercise, relaxation and beauty 
programmes, although they occur in varying combinations and levels of depth. A beautiful 
location with a natural setting combined with immaculate guest service is also expected, as 
well as the offering of recreational baths, saunas, sport and other leisure activities.  According 
to Müller and Lanz-Kauffman’s (2001, 8) survey on wellness hotels in Switzerland, the most 
popular wellness facility was a swimming pool. Saunas, solariums, sport/fitness facilities, 
steam baths, and whirlpools followed. Other popular wellness services included massage, 
healthy nutrition, supervised sport, culture and relaxation. Looking at the list of services and 
products, it is difficult to differentiate wellness hotels from hotel spas. There is a significant 
difference however. This is the medical and nutritional aspect of the product which is often, 
but not always, missing from a traditional hotel spa product.  
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2.1.2.2 Hotels with a spa 
 
According to Monteson and Singer (2004, 283) there are no “universally accepted” definitions 
or standards for what constitutes a spa. In order to say there is a spa in the hotel or resort they 
suggest the spa should include some of the following components: 
 
¾ A reception area 
¾ Separate men’s and women’s locker rooms and facilities, and perhaps a staffed 
issuance reception desk and a lounge 
¾ Separate men’s and women’s facility areas, which usually have a steam room, sauna, 
whirlpool, cool-dip pool and lounge (some spas expand this to include a juice bar 
and/or small café where the serving of wine and beer is optional and not very common 
in the USA). An option would also be a co-ed (mixed gender) facility area/lounge with 
some of the above mentioned amenities 
¾ Dry treatment rooms for massage and facials 
¾ Wet treatment rooms for services such as body wraps and scrubs 
¾ Hydrotherapy rooms for baths and hydro-massage therapies 
¾ Staffed fitness studio with exercise machines (some resorts may choose to have the 
fitness component in a separate part of the property and not included in the spa) 
¾ An optional exercise studio for classes 
¾ Retail store/area 
¾ Salon for hair, nails and, perhaps make-up 
 
In this study all four case hotels had a combination of most of the listed components and 
therefore will be ranked as hotels with a spa.  
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International Spa Association (ISPA) has defined seven types of spas for the purpose of 
benchmarking industry activity: 
 
1. Club Spa: a facility whose primary purpose is fitness and which offers a 
variety of professionally administered spa service on a day-use basis. 
2. Cruise ship spa: a spa aboard a cruise ship providing professionally 
administered spa services, fitness and wellness components and spa cuisine 
menu choices. 
3. Day spa: a spa offering a variety of professionally administered spa services to 
clients on a day-use basis. 
4. Destination spa: a spa whose sole purpose is to provide guests with lifestyle 
improvement and health enhancement through professionally administered spa 
services, physical fitness, educational programming and on-site 
accommodation.  Spa cuisine is served exclusively. 
5. Medical spa: individuals, solo practices, groups and institutions comprising 
medical and spa professionals whose primary purpose is to provide 
comprehensive medical and wellness care in an environment that integrates 
spa services as well as conventional and complimentary therapies and 
treatments. 
6. Mineral spring spa: a spa with an on-site source of mineral, thermal or 
seawater used in hydrotherapy treatments. 
7. Resort/hotel spa: a spa owned by, and located within, a resort or hotel 
providing professionally administrated spa service, fitness and wellness 
components, and spa cuisine menu choices. 
 
(Mintel, 2004) 
 
In this study, I will focus on the last, resort/hotel spa, and, thus, the concept of ’spa’ is used 
in this sense when referring to spas. As mentioned previously, the components would include 
most of the basic features suggested by Monteson and Singer (2004).  
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2.2 The context of wellness and conclusions 
 
Wellness is a trend influenced by many factors. People in the developed world are living 
longer and with more money to spend on themselves and on their well-being. They are aware 
of world health threats and they have an appetite for new and different leisure experiences. 
People using wellness services are often searching for a balanced state of body, spirit and 
mind. The observation of ones’ own body has also increased as in most Western countries one 
has to “look good”. This has increased the demand for physical fitness and beauty care, for 
healthy nutrition and for relaxation. As part of health tourism, wellness can be viewed as a 
lifestyle, which aims to create a healthy body, soul and mind though acquired knowledge and 
positive interventions.  
 
The focus of this study is wellness and how it has influenced the services offered by hotels, 
and more specifically, added spas into their supporting products category. The supporting 
products/services are extra products offered to add value to the core product and help to 
differentiate the hotel from its competitors.  
 
The empirical part of this research is composed of four case studies. The companies that have 
been benchmarked are hotels with spas corresponding with the definition of ISPA: “a spa 
owned by, and located within, a resort or hotel providing professionally administrated spa 
service, fitness and wellness components, and spa cuisine menu choices”. The hotel spas also 
had features from the earlier component’s list in varying levels and depths. The details of how 
these hotel spas were selected and how the benchmarks were conducted are discussed in 
chapter 4.   
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3 USING COMPETITIVE BENCHMARKING IN NEW SERVICE DEVELOPMENT 
3.1 Introduction 
 
As concepts, both NSD and benchmarking are quite new areas of study as the earliest 
publications are from the 1980’s. NSD is discussed in chapter 3.2.with the definition on 3.2.1.  
New service development, whether it’s a spa service or an additional feature during a long-
haul flight, has to follow a process model. Chapter 3.2.2 introduces the comprehensive NSD 
process models and chapter 3.2.3 discusses the idea generation phase in more detail.   
 
A definition of benchmarking is provided in chapter 3.3.1. Benchmarking is reviewed 
especially from two points of view, namely general aspects or fundamentals of 
benchmarking. The benchmarking method and its types are introduced in chapter 3.3.2 and 
the process is discussed in chapter 3.3.3. Finally chapter 3.4, applying the benchmarking 
method in the idea phase of the NSD process concludes these two processes that represent the 
theoretical framework of the study.   
 
3.2 New service development (NSD) in the literature 
3.2.1 Defining NSD 
 
According to Alam and Perry (2002, 515) the major difference between product development 
and service development is the involvement of customers in services. There are few formal 
definitions of NSD in the literature. Johnson et al. (2000, 5) have introduced Bernstein’s 
1990’s definition of service creation as the “process comprising the set of activities executed 
to create a new or enhanced customer service”.   
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Johne and Storey (1998, 184 – 185) argue that the words “new service development” and 
“new product development” are often used interchangeably. They provide some initial 
definitions that are worthwhile presenting: 
♦ “New product development (NPD). The development of tangible products 
which are new to the supplier. Sometimes NPD is expanded to include new 
service development (see below).” 
♦ “New service development (NSD). The development of service products 
which are new to the supplier.” 
♦ “Offer development. The development by supplier, of core product (or 
service) attributes plus the development of the processes by which the 
product is evaluated, purchased and consumed.” 
In this research an expanded definition of NSD combined with offer development will be used 
and is referred to as NSD or new service development.  
 
My objective was to examine the different NSD process models that could be used in 
conjunction with benchmarking. In order to outline the review to better fit this study and to 
support the research question, studies on NSD were especially selected from two points of 
view: first, about the NSD process models and about service innovation that include 
generating ideas and secondly, about NSD applications in the hospitality field3.  
 
                                                 
3 The literature search for NSD was conducted in the following databases: Business Elite Source, EBSCO 
HOST, Emerald and ABI/ Pro Quest using search words: new service development and/or process; new service 
development and/or idea generation; new service development and hospitality; new service development and 
tourism; new service development and hotels.   
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De Jong and Vermeulen (2003, 844) argue, that services constitute a major part of total 
economic activity in most Western economies. The 2006 Statistical Year book of the OECD 
support the argument by stating that:  “Traditional services4, – transport and insurance on 
merchandise trade as well as travel – account for about half of total international trade in 
services”.  
 
Although services are important to us, Johnson et al. (2000) as well as Alam and Perry (2002) 
claim that new service development is among the least studied and least understood topics in 
the service marketing and services operation literature. According to De Jong and Vermeulen 
(2003) the majority of NSD research to date has concentrated on the financial service sector, 
transport, telecommunications and wholesale. Ottenbacher et al. (2006) also found hospitality 
related studies in their recent review.    
 
De Bretani (1991) addressed the issue of developing new services already in the early 1990’s 
and has studied the success and failure factors of new services in the business service sector. 
She recognized that new services are critical for many companies, yet the development 
process is somewhat unorganized.  De Jong and Vermeulen (2003) have recognized the same 
factor. They argue that many service firms struggle with their innovative efforts and rather 
than developing more formal structures to elicit ideas for new services, they regard it as 
impromptu. Also, Kinnunen (2001) argues that the “search-and-learning” process seems to 
take place in service companies while developing new services, although more formal 
development processes would lead to greater success in both products and services. These 
studies point out there is a lack of planned process that would lead to new services, and their 
arguments strengthen the idea and purpose of this study - whether the idea development phase 
of NSD could be more structured using benchmarking. Literature introduces several process 
models for NSD, some of which are presented in more detail in chapter 3.2.1 and therefore are 
not discussed here.  
 
                                                 
4 Services include transport (both freight and passengers), travel (mainly expenditure on goods and services by 
tourists and business travellers), communications services (postal, telephone, satellite, etc.), construction 
services, insurance and financial services, computer and information services, royalties and licence fees, other 
business services (merchanting, operational leasing, technical and professional services, etc.), cultural and 
recreational services (rents for films, fees for actors and other performers). (Source: OECD 2006 factbook – 
Economic, Environmental and Social Statistics) 
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Matthing et al. (2004, 479) argue that market-orientated companies have mainly focused on 
satisfying customer needs. This is a complex task as a company has to both understand and 
anticipate these needs if they are used in a NSD process. On the other hand, the customer may 
also have difficulties in imagining and giving feedback about something that they have not 
experienced. Using customers is, however, a major point of difference between product and 
service development, and managers are advised to adopt a proactive approach and to involve 
customers early in the innovation process. Services that satisfy customers also lead to better 
customer loyalty. (Alam and Perry 2002; Matthing et al. 2004; Ottenbacher et al. 2006)  
 
Kinnunen (2001, 81) has solved the problem of involving customers in her analytical model5 
for generating service ideas with spontaneous interviews and customer assessment about the 
relevancy of problems. This study tries to combine NSD with the method of benchmarking. In 
the latter customers are normally taken into consideration, just like Carpinetti and de Melo 
(2002, 248 - 251) suggest6.    
 
Matthing et al. (2004) argue that innovation should not be left solely to professionals. What 
other aspects should we take into consideration? Apart from the models presented later,7 there 
are some elements of success that the studies point out. One such element is networking as 
argued by Syson and Perks (2004). Their findings suggest that managers should selectively 
utilize the firm’s network in their NSD programmes but claim that current exploitation of the 
network is ad hoc and unplanned. They argue that companies should develop and plan for the 
acquisition of inputs, particularly from external partners. Furthermore, their study suggests 
that the development of a network approach to NSD could provide a source of competitive 
advantage which is difficult to imitate thus preventing copying services. Also Ottenbacher et 
al. (2006) as well as Stevens and Dimitriadis (2005) have studied the hospitality industry to 
gain insight into factors that contribute to the success of NSD projects and how they can be 
managed more effectively. They both propose a strong organisational learning component, 
which can be, for example, an integrated strategic human resource approach and the 
empowerment and training of employees.    
                                                 
5 The model is introduced in chapter 3.2.3.3 
6 See chapter 3.3.2. Benchmarking process 
7 One NPD and five NSD process models are discussed in the following chapter 3.2.1.   
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Jones (1996, 86)  points out that companies competing in mature markets often depend on 
innovation for gaining market share and differentiating themselves from competitors. He 
claims there is no one way to develop innovations, so the technique of management becomes 
important. He argues that in reality the management of innovation can range from a highly 
systematic R & D process to a chaotic, reckless dash to beat competitors to the market. To 
avoid the latter, this study looks into benchmarking as one solution towards a systematic 
innovation model as suggested by so many researchers. The summary of the NSD literature 
review can be seen in table 1.  
 
 
Table 1. Studies on new service development (NSD)  
 
 
Author(s) and 
year 
Title Primary focus Type of study Summary of findings 
Journal articles:     
de Bretani (1991) Success factors in 
developing new 
business services 
Tries to integrate 
two literatures on 
new physical 
product development 
and services 
marketing. Objective 
is to investigate 
success and failure 
of new services in 
the business service 
sector.  
Review of 
literature and 
empirical: 
interviews and 
survey 
Article reports that 
developing successful new 
services is critical for many 
companies but past studies 
have been concentrated 
almost exclusively on 
physical goods.  
Jones (1996) Managing 
Hospitality 
Innovation 
Discusses innovation 
in a structured 
environment, 
identifies a 15-step 
process of managing 
innovation, and 
examines the extent 
to which industry 
practise actually 
reflects that process. 
Review of 
literature and 
empirical: four 
case studies 
Lodging and food-service 
industries have not changed 
their inception, more 
innovation is likely in the 
future. There is no one way 
to develop innovations and 
the process should be 
managed so that it fits both 
the new product and 
organization. 
Johne and Storey 
(1998) 
New Service 
Development: a 
review of the 
literature and 
annotated 
bibliography 
To provide a review 
and ready reference 
to writings on NSD.  
Conceptual: 
review of 
literature 
 
Alam and Perry 
(2002) 
A customer-
oriented new 
service 
development 
process 
To answer the 
question: how can 
NSD program in the 
financial services be 
managed? Paper 
explores the stages 
Review of 
literature and 
empirical: 
case study 
 
The findings stressed the 
need for new ways of 
thinking about and 
conceptualizing NSD 
activities. Paper illuminates 
the ways new service can 
 27
in the NSD process 
and how customer 
input may be 
obtained in the 
various stages of the 
process 
be developed with customer 
involvement and provides 
an insight into some key 
stages of the development 
process. The researchers 
believe that service firms 
that adopt customer-
orientated NSD process 
will be those that will lead 
their industry into the 21st 
century.  
de Jong and 
Vermeulen 
 (2003)  
Organizing 
successful new 
service 
development: a 
literature review 
The paper classifies 
NSD literature into 
two stages: 
managing key 
activities in the NSD 
process, and creating 
a climate for 
continuous 
innovation   
Conceptual: 
review of 
literature 
 
 
Syson and Perks 
(2004) 
New service 
development: a 
network perspective 
The paper integrates 
two themes; the 
development of new 
services and the 
innovation process 
within networks. It 
tries to apply the 
network perspective 
to NSD and attempts 
to develop a better 
understanding of the 
service development 
process 
Conceptual 
discussion  
and empirical: 
case study 
 
The findings suggest that 
managers should selectively 
utilize the firm’s network in 
their NSD programmes but 
current exploitation of 
network is ad hoc and 
unplanned. The firms 
should develop and plan for 
the acquisition of inputs, 
particularly from external 
partners. Furthermore, the 
study suggests that the 
development of a network 
approach to NSD can 
provide a source of 
competitive advantage 
which is difficult to imitate 
thus preventing copying 
services.  
Matthing, 
Sandén and 
Edvardsson 
(2004) 
New service 
development: 
learning from and 
with customers 
The paper aims to 
examine new 
approaches that 
facilitate learning 
from and with the 
customer in NSD. It 
experiments with 
customers and 
compares that to 
professionals’ 
contribution to 
innovative services.  
 
 
 
 
 
 
 
 
 
Review of 
literature and 
empirical: 
case study 
 
Findings include the 
following: 
♦ Managers are advised 
to adopt a proactive 
approach and involve 
customers early in the 
innovation process.  
♦ A focus should be put 
on capturing latent 
customer needs.  
♦ Service firms should 
consider the techniques 
and ways of working in 
this research (=emulate 
authentic conditions 
and real world test, in 
this case SMS service 
in telecommunications) 
in conjunction with 
other ways of obtaining 
customer input.  
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 ♦ Innovation should not 
be left solely to 
professionals 
Stevens and 
Dimitriadis 
(2005) 
Managing the new 
service 
development 
process: towards a 
systematic model 
The aims of the 
paper are to provide 
a detailed 
description of the 
development process 
of a new financial 
product and to 
identify learning 
actions that may 
contribute to its 
effectiveness. 
 
Review of 
literature and 
empirical: 
longitudinal 
case studies 
 
The paper proposes a NSD 
model comprising a strong 
organisational learning 
component. The model 
permits a better 
understanding of how the 
NSD process unfolds and 
how it can be managed 
effectively.  
Ottenbacher, 
Gnoth and Jones 
(2006) 
Identifying 
determinants of 
success in the 
development of 
new high-contact 
services 
The purpose of the 
study is to gain 
insight into factors 
that contribute to the 
success in high 
contact NSD 
projects in the 
hospitality field.  
Review of 
literature and 
empirical: 
survey 
Research indicated that 
seven (7) factors play a 
distinctive role in the 
outcome of high contact 
NSD: 
1. market 
attractiveness 
2. strategic HR 
management 
3. market 
responsiveness 
4. empowerment 
5. training of 
employees 
6. employee 
commitment 
7. marketing synergy 
Anthology 
articles: 
Title Primary focus Type of study Summary of findings 
Fitzsimmons and 
Fitzsimmons 
(2000) 
New service 
development. 
Creating 
memorable 
experiences. 
 N/A  
Johnson et al. 
(2000) 
A Critical 
Evaluation of the 
New Service 
Development 
Process: Integrating 
Service Innovation 
and Service Design 
The aim of the 
article is to provide 
definitions of a “new 
service” and “new 
service 
development” and to 
review the success 
factors in NSD. The 
article also reviews 
specific models of 
NSD. 
Review of 
literature and 
anecdotal 
 
Article states that our 
current understanding of 
NSD is driven by our 
understanding of NDP. 
Service design, innovation, 
and development usually 
are considered separately in 
NSD research. Service 
designers should be 
concerned with the 
management of the NSD 
process, the NSD project, 
and the NSD program. It 
also presents an integrated 
NSD process cycle. (see 
more closely in chapter 
3.2.1) 
Boone (2000) Exploring the Link 
Between Product 
and Process 
Innovation in 
The aim is to create 
a framework that 
describes the 
relationship between 
Review of 
literature and 
empirical: four 
case studies 
Research indicates that 
managing knowledge about 
the customer and the 
process is a key to 
 29
Services  product and process 
innovation in 
services and to 
identify the factors 
that enable some 
firms to create 
service product 
innovations from 
technology-based 
process innovations. 
 
 
 technology-driven service 
product innovation.  
PhD 
dissertation: 
Title Primary focus Type of study Summary of findings 
Kinnunen (2001) Creating and testing 
of service ideas and 
service production 
concepts 
The purpose of the 
study is to develop 
and enhance the 
theoretical 
knowledge and 
methods used in idea  
and concept creation 
and concept testing 
in service 
development 
Conceptual 
and empirical: 
case studies 
Contributes to the 
practicable tools for testing 
services in the early phases 
of NSD and highlights the 
importance of the testing 
phase in NSD8.  
 
 
3.2.2 NSD process models 
 
New services development mirrors that in new product development (Johnson et al. 2000, 9). 
According to Johne and Storey (1998, 185) NSD involves developing offerings such as 
financial services; leisure and hospitality services; travel services; facilities management 
services; educational services; legal services; and consulting services. These are services 
where the service innovation is dominated by the suppliers (de Jong and Vermeulen 2003, 
844). A pioneer in new services development is said to be Lynn Shostack who, whilst 
working in a bank during the 1980’s, realized that developing products and developing 
services are not the same thing. She started using the blueprinting method in illustrating the 
services, concentrating on the “must do” things in their development. (Kinnunen 2004, 32)  
 
                                                 
8 See more closely in chapter 3.2.1 
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Many academics have later proposed models for NSD. In their review of NSD process model 
studies Johnson et al. (2000, 11) have listed 12 studies, which have been further divided into 
three categories. These are partial models that are concerned with only a portion of the entire 
NSD process, translation models which are based on the Booz et al. (1982) NPD model9 and 
comprehensive models which are those that attempt to represent the NSD process holistically. 
In this study similar division has been followed and three comprehensive models are 
presented along with two more models that incorporate comprehensive features.  
 
Figure 3 shows the basic new product development (NPD) model by Booz et al. (1982) 
which represents a systematic, formalized process that several researchers have used as a base 
for NSD models (Johnson et al. 2000, 12). The model starts with identification of the strategic 
business requirements that the new product should satisfy. It then proceeds to idea generation, 
the screening and evaluation of ideas followed by business analysis. The development phase 
is the translation of the idea into an actual product, and in the testing phase the product is 
tested commercially to verify earlier business judgements. Finally commercialization is the 
full launch of the new product.  
                                                 
9 Sometimes also referred as the “BAH model” after the authors’ surnames: Booz, Hamilton and Allen. 
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New product strategy  Identify the strategic business requirements that the new product should 
satisfy 
 
Idea generation Search for product ideas to meet strategic objectives 
 
Screening and evaluation A quick analysis of ideas made against criteria that reflect the objectives 
of the organisation 
 
Business analysis A detailed analysis of the attractiveness of an idea in business terms 
 
Development  Translation of the idea into an actual product for the market 
 
Testing The commercial experiments necessary to verify earlier business 
judgements 
 
Commercialisation The when, where, to whom and how decisions of the launch 
 
 
Figure 3. NDP process model (Bootz et al. 1982) 
 
 
Scheuing’s and Johnson’s model  
In the late 1980’s Scheuing and Johnson (1989) proposed a systematic model for developing 
services that, according to Kinnunen (2001, 48), is a normative “do it this way” type of a 
process model. Johnson et al. (2000, 13) point out that the model indicates the interplay 
between the design and testing. Figure 4 illustrates the steps from setting the targets and 
creating the strategy until launch and evaluation. This model has similarities to the basic 
product development model (like the one presented earlier) in its phases of strategy, idea 
generation, concept development, marketing strategy, test marketing and commercialization. 
According to Kinnunen (2004, 32) the model has many strengths but also weaknesses as it has 
stages, like customer participation, that are sometimes very difficult to execute in real life. 
The actual process model is detailed and easy to comprehend but the execution can be 
difficult as many questions may arise and no answers are given.  
 
Johnson et al. (2000, 14) give credit to the model by stating that: “it illustrates the various 
internal and external activities and interactions needed throughout the NSD process”, this 
means that, for example customers, employees and other closely related and needed partners 
are involved in the actual process just like Alam and Perry (2002), Matthing et al. (2004) and 
Ottenbacher et al. (2006) were hoping for. 
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Marketing objectives 1. Formulation of new service  Environmental 
      objectives and strategy  analysis 
 
Internal sources  2. Idea generation  External sources 
 
  3. Idea screening 
 
Customer contact  4. Concept development  Prospects 
 
  5. Concept testing 
 
Budget development 6. Business analyses  Market assessment 
 
  7. Project authorisation 
 
Operations personnel 8. Service design and testing  Users 
 
Operations personnel 9. Process and systems 
      design and testing 
 
  10. Marketing and program  Users 
        design and testing 
 
All personnel  11. Personnel training 
 
  12. Service testing & pilot run  Users 
 
  13. Test marketing  Users 
 
  14. Full-scale launch 
 
  15. Post-launch 
 
 
 
Figure 4. Normative model for creating services (Scheuing and Johnson 1998, 30)  
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Wilhelmsson’s and Edvardsson’s model  
In the early 1990’s Swedish researchers Wilhelmsson and Edvardsson (1994, 39) proposed a 
four-step model for NSD as can be seen in Figure 5. The model is based on the reality that the 
researchers noticed the existence of in the Swedish companies they studied (Kinnunen 2004, 
32). The four phases are the idea phase, project phase, development phase and 
implementation phase10. This process model utilizes loops where one can always return to the 
previous phase at any point and take corrective action. In the idea phase, the original service 
idea forms a base to a service offering and ideas are screened at this point. Next, a project 
group is initiated with rules and guidelines on how to work. During the third phase i.e. the 
development stage, customer’s requirements are analysed and a concept for a service offer is 
created. Parallel to this, a service concept is created and it can be tested. The fourth phase is 
the implementation phase which is the full launch with marketing and other necessary actions.  
                                                 
10 The model was later improved by Jönsson (1995) as well as Angberg and Åberg (1997). They emphasised the 
idea of overlapping phases and added arrows to the model to more clearly illustrate overlapping. (Kinnunen 
2004). 
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Idea 
phase 
Project 
phase 
Development 
phase 
Implementation 
phase 
 
 
 Figure 5. NSD process model adapted from Wilhelmsson and Edvardsson (1994, 39) 
 
 
Tax’s and Stuart’s model  
Tax and Stuart (1997) have created a comprehensive 7-step model that addresses the 
incorporation of new services into existing services and service systems. Therefore, the NSD 
process they describe, begins with an audit of the existing service system (phases 1 and 2), 
then proceeds through design (phases 3 – 5), risk assessment (phase 6), and modification 
cycles (phase 7). Special emphasis in this model (Figure 6) is the incorporation of the new 
service into the existing ones. According to Johnson et al. (2000, 19) and Kinnunen (2001, 
54) the problem or main limitation therefore  might be the focus on the integration of a service 
innovation in an existing service design, and asks what happens in the case of a radical 
innovation that is either new to the world or new to the market? 
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MODIFY 
2. Assess the NSD 
concept 
1. Audit the existing 
service system 
5. Define the new 
service system 
“physical facilities” 
and extent of change 
7. Assess the internal 
capability to handle 
change 
6. Assess the impact 
of integrating service 
systems 
3. Define the NSD 
system “processes” 
and extent of change 
4. Define the new 
service system 
“participants” and 
extent of change 
DESIGN
DESING 
ASSESS 
RISK 
ASSESS RISK 
DESIGN 
INTEGRATE 
 
 
 
Figure 6. Integration of service systems (Tax and Stuart, 1997, 122) 
 
 
Johnson et al model  
Johnson et al. (2000, 18) propose a NSD process cycle model that, like that of Tax and Stuart 
(1997), is cyclical as can be seen in Figure 7.  They suggest that NSD efforts are highly 
iterative and nonlinear. The main phases are design, analysis, development and full launch. 
The first two steps represent the planning phase when decisions of market viability, internal 
resources, and capabilities are considered. Idea generation and screening is mentioned under 
design. The final two steps represent the execution phase of the NSD process cycle, where the 
service delivery system design, use of enablers, and cross-functional development efforts 
become critical NSD managerial issues.  
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Produ
ct 
FULL 
LAUNCH 
DESIGN 
ANALYSIS DEVELOPMENT 
Enablers 
* Full-scale launch 
* Post-launch review 
Tools
Technology
Systems
People Teams Organizatio
nal context 
* Business analysis 
* Project authorization 
* Service design and testing 
* Process and system design and testing 
* Marketing program design and testing 
* Personnel training 
* Service testing and pilot run 
* Test marketing 
* Formulation of new services objective / strategy 
* Idea generation and screening 
* Concept development and testing 
 
Figure 7. The NSD process cycle adapted from Johnson et al.  (2000, 18) 
 
Kinnunen’s model  
Kinnunen (2004, 146) presents a linear model of NSD with 6 steps (Figure 8). The first two 
steps involve idea generation and service ideas. The subsequent steps are service production 
concept, service design, service launch plan and full launch. Customers are involved in each 
step as well as the development team. The model utilizes loops, which makes it possible to 
return to previous step if needed. Kinnunen’s model incorporates parts from all models 
presented previously. The difference between her model compared to those of Johnson et al. 
and Tax and Stuart is that they are cyclical. Kinnunen has followed the linear style of 
Wilhelmsson and Edvardsson as well as that of Scheuing and Johnson.  
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Generating 
service  
ideas 
Service  
ideas 
Service  
production 
concept 
Service  
design 
Plan for 
service 
launch 
Service  
launch 
 
 
Figure 8. Basic NSD steps adapted from Kinnunen (2004, 146) 
 
Although all the NSD processes presented have had common steps (although not always with 
the same names or titles) such as design, analysis, development and launch, out of the 
similarities the most important one for this research is the idea generation phase.11   
 
Kinnunen’s NSD model has been chosen as the primary model for reflection in this study for 
several reasons. Kinnunen’s model does not exclude any types of service ideas: new or old 
(which is not the case in, for example, Tax and Stuart’s model). Her model is not at all 
restrictive when it comes to combining different methods for idea generation12 and because of 
its loop structure the ideas can be put further and returned for more detailed analyses if 
needed. The model takes customers into consideration just as Boone (2000), Alam and Perry 
(2002) and Matthing et al (2004) suggest in their studies.  
 
Although service production concept and service design are not of main interest in this study 
they have to be highlighted as important details in the model. Kinnunen (2001, 63) defines 
them as follows: “the service production concept is a functional description of a service offer, 
central actors, central processes and central outcomes of the service that will be developed “  
and “ service design is a detailed, operational and concrete implementation level model of the 
service”. If the NSD model is compared to those presented earlier (Scheuing and Johnson, 
Wilhelmsson and Edvardsson, Tax and Stuart, Johnson et al.) the main difference is at phases 
three and four as they are promptly defined and take into account the necessary level of 
concretisation as planning proceeds.  
 
 
 
                                                 
11 Idea generation is discussed in the following chapter 3.2.2.  
12 In this case competitive benchmarking 
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 Kinnunen (2001) tries to give her approach a more managerial approach, just as many NSD 
studies suggest (Jones 1996; Boone 2000; Johnson et al. 2000; Alam and Perry 2002; 
Ottenbacher et al. 2006) and hopes that it will in turn ease conducting planning situations and 
give understandable tools for development work. 
 
3.2.3 Generating new service ideas  
 
In general “idea” is an indefinite or unformed conception, something that has not been 
realized yet, a thought of a new service concept for example. Kinnunen (2001, 63) defines the 
service idea as follows: “service idea is a vague characterisation of a new individual service 
that tells the need to be fulfilled or the problem to be solved”. In the competition, a hospitality 
company has to be good at generating new services and this often requires new ideas. Kotler 
et al. (1999, 290) argues that all hospitality companies, including hotels, must continuously be 
aware of new trends and ready to try new products and services. De Bretani (1991) has stated 
that in order to produce a successful service the development process of a service should be a 
formal process to create and evaluate new ideas. A journey from an idea to a service can be 
long and costly (Kinnunen, 2004, 39). New services can also fail (Kotler et al. 1999, 290). 
There are different service ideas, those completely new to the market or new to its producer or 
to the customer segment. Sometimes service ideas are new formulations of an old service that 
is redesigned. Before any new products or services are developed, they have to be initiated via 
idea generation and then developed using a formal NSD process model as those presented 
earlier.   
 
Several researchers suggest that even though a NSD process model of some description is in 
use, the idea generation phase still is very much ad hoc or not managed (Kinnunen 2001; 
Komppula and Boxberg 2002; de Jong and Vermeulen 2003; Kinnunen 2004). Also Kotler et 
al. (1999, 291) argue that the search for new product / service ideas should be systematic 
rather than haphazard. Otherwise, the company risks finding new ideas that will not be 
compatible with hospitality business. Ideas are born with creativity and developed further by 
innovative minds. Sometimes it is difficult to even say who first came up with an original 
idea. To obtain a flow of new service ideas, a hospitality company must tap several idea 
sources. These are discussed next.  
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3.2.3.1 Internal idea sources  
 
Kotler et al. (1999, 291) argue, that 55% of all new product ideas come from within the 
company. Often those working in the company, for example, in the customer operations, are 
the ones who suggest new services or products. According to de Jong and Vermeulen (2003, 
849), the involvement of front-line employees increases the likelihood of a successful 
implementation of innovative services. They suggest the use of sales and service delivery 
personnel in service innovation as they usually have an excellent view on unsatisfied client 
needs and are the first to recognize opportunities for innovation.  Sometimes formal 
brainstorming techniques with company executives or other personnel can be used in idea 
generating.  Company research and development (R & D) is of course a vital source for new 
service ideas and this is something that also the academic circles have been trying to 
encourage (Kinnunen, 2004, 40). So-called product champion is another way of utilizing 
company personnel in innovation processes. The product champion is someone in an informal 
role that pushes a new product or service forward and is also involved in the implementation 
stage of a new service. (de Jong and Vermeulen, 2003, 849)  
 
3.2.3.2 Ideas from customers, distributors and suppliers 
 
According to one study, 28% of all new product ideas come from watching and listening to 
customers (Kotler et al. 1999, 292). Hotels and other service companies can use customer 
surveys to regularly collect ideas and comments on their services and products. Sometimes 
customers suggest new services directly, for example to front office or guest relations 
employees. Management by “walking around” can be a useful way to see and hear things 
directly. This technique was especially promoted by hotelier Marriott Jr. (1998). He suggested 
all his managers to take time to walk in the lobbies and restaurant outlets of the hotels and to 
talk to their guests in a relaxed atmosphere to gain insight into guest needs and expectations. 
The practice of having weekly cocktail receptions for the hotel VIP guests is also a good 
source for ideas. These receptions provide the management the opportunity to ask their well 
travelled and experienced clients for suggestions as to how the hotel can continue to provide 
outstanding service.  
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Customers are a very important group not to be missed in the idea generation phase and 
successful new services are often based on customers’ real life problems and service needs. 
(Kotler et al. 1999; Komppula and Boxberg 2002; Kinnunen 2004) It has been stated that 
customers are not always actually aware of their needs and problems hence a service provider 
that has developed an offer based on certain needs can help the customer to define his/her 
needs and problems. The combination of basic research (for example customer surveys) and 
customer information (for example via hotel guest history files) can be a successful aid in idea 
generation. (Kinnunen 2001, 67 – 68) 
 
Distributors and those close to the market can provide information about consumer problems 
and new service or product possibilities. Also, supplies are a good source of information and 
ideas because they can tell the company about new concepts, techniques, and materials that 
can be used to develop, for example new spa services. Information about competition can 
sometimes be obtained this way also.  International hospitality and tourism trade fairs e.g. 
Matka (Helsinki, Finland), or International Tourismus-Börse (ITB) in Berlin, Germany, are 
also excellent places to see the competition, observe trends, attend seminars and visit the 
distributors and suppliers of the industry. (Kotler et al. 1999, 293) 
 
3.2.3.3 Competitors as idea sources 
 
Copying services from competitors is common, although not as innovative. Surprisingly, one 
study has shown that the most powerful sources of new service ideas are the imitation of 
competitors and customer canvassing (Kinnunen, 2001, 67). According to another study, 
about 27% of new product ideas come from analyzing competitors’ products. This can be 
done in several different ways: watching the advertisements, buying and using the products, 
analyzing sales if possible etc. One can also pick up ideas from other markets, for example 
using a benchmark from a similar function but a different business. (Kotler et al. 1999; 
Komppula and Boxberg 2002) 
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When copying services from competitors one has to be careful not to make the services 
inferior to the original, as customers will compare the copy and if the comparison is negative, 
the product will suffer. On the other hand, one may be able to create such a good service it 
will set new industry standards. Also regional and international cultural and social differences 
have to be considered when copying services or products from competitors.  (Kotler et al. 
1999, 292-293)  
 
One systematic way for getting new service ideas from competitors is competitive 
benchmarking, which is a comparison with direct service competitor. Comparison can be 
made of products or services and business processes and should preferably be made with best 
in class competitors. (Ahmad and Zairi 1999; Freytag and Hollensen 2001; Carpinetti and de 
Melo 2002) Benchmarking method is further discussed in chapter 3.4. 
 
3.2.3.4 Kinnunen’s analytic model for idea generation 
 
In her PhD dissertation Kinnunen (2001) came up with the model presented in Figure 9. The 
different phases are presented that together push towards service ideas. The suggestion is to 
utilize basic research from the area of business in question and to analyze it to form 
knowledge about customer needs and problems. Here Kinnunen agrees with the previously 
discussed studies13 that suggest customer participation as a vital part of the NSD process.  
 
The problem with customer involvement may be the fact that customers could have 
difficulties in imagining and giving feedback about something that they have not experienced. 
However, bearing in mind that satisfying services also leads to better customer loyalty14 this 
is a very important phase in the process model.  
 
 
 
                                                 
13 Alam and Perry 2002; Matthing et al. 2004; Ottenbacher et al. 2006. 
14  See: Alam and Perry 2002; Matthing et al. 2004; Ottenbacher et al. 2006. 
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In Kinnunen’s (2001, 69) model the customers are also used to evaluate whether their needs 
and problems are relevant. Spontaneous qualitative interviews can also be used for similar 
analyses. Qualitative research is justified, as deductive analysis already brings the results of 
often quantitative studies.  The real needs are finally outlined and service ideas formed.  
 
One of the most important factors contributing to success in new services has been the market 
fit of the service.(de Bretani 1991; Kinnunen 2001) When using a formal structure like the 
model presented here, one can avoid a common error in NSD, which is to introduce services 
that are incompatible with the company (Kotler et al. 1999, 294). 
Deductive 
analysis of 
relevant research 
results 
Problems and  
needs 
Customer 
assessment about 
the relevancy of 
problems  
Spontaneous interviews with customers about their 
problems and needs 
 
 
 
 
Service 
ideas 
 
 
 
 
Real 
needs 
 
 
Figure 9. The model for generating service ideas analytically (Kinnunen, 2001, 69) 
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3.3 Benchmarking in the literature 
3.3.1 Defining benchmarking 
 
In the late 1970’s Xerox Business Systems was having a difficulty with its products. It 
seemed the Japanese were selling better quality copiers for less than the manufacturing costs 
of similar products in the USA. In order to overcome the problem, Xerox launched a tactical 
planning tool they named benchmarking. (Freytag and Hollensen, 2001, 25)  
 
Camp (1992, 3), often referred to in the  literature, as he was the manager at Xerox during the 
first benchmarking exercise, defines benchmarking as a continuous process of measuring 
products, services, and practices against company’s toughest competitors or those companies 
renowned as industry leaders.  
 
Carpinetti and De Melo (2002, 244) define benchmarking as the search for industry best 
practices that will lead to superior performance. Min and Min (1997, 583) define 
benchmarking as a continuous quality improvement process by which an organization can 
assess its internal strengths and weaknesses, evaluate comparative advantages of leading 
competitors, identify best practices of industry or functional leaders, and incorporate these 
findings into a strategic action plan geared to gaining a position of superiority.  
 
According to Freytag and Hollensen (2001, 25-26) benchmarking is a way of measuring 
operations against similar operations in order to improve business processes. They also talk 
about “best-in-class” firms, both inside and outside of one’s own industry. A term “best 
practice” seems to be more used in everyday language, and the meaning is the same.  
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A common factor in all the definitions is quality improvement. Camp (1992) emphasizes the 
process and measurement, Carpinetti and De Melo (2002) stress the importance of seeking 
best practitioners, Freytag and Hollensen (2001) are geared towards measuring and learning 
and finally Min and Min (1997) see benchmarking as a tool in strategic management. As this 
study tries to establish whether benchmarking could be used in the new service development 
process while generating ideas, the definition of Min and Min (1997) is adapted.  
 
Literature about benchmarking15 varies from the basics to more advanced applications of the 
method. Published literature started appearing in a noticeable way only after the 1980’s. 
Benchmarking is recognised as an essential tool for the continuous improvement of quality 
and thus the concept is widely discussed in management disciplines like for example in Total 
Quality Management (TQM) literature. According to Dattakumar and Jagadeesh (2003, 176- 
185) many authors have contributed to the literature on benchmarking resulting in more than 
350 publications as of June 2002.  Because of the vast number of benchmarking studies to be 
found, a clear outline for reviewing was made from the very beginning. The suggested 
classification scheme from an article “A review of literature on benchmarking” by 
Dattakumar and Jagadeesh (2003, 182-183) was adopted and two of their four main categories 
utilized: 
 
1. Benchmarking: general aspects or fundamentals. Publications in this category deal 
with very general and fundamental concepts of benchmarking.  
2. Benchmarking: Specific applications and case studies. These are the stories and 
applications of the benchmarking method.  
 
The authors have also used divisions of benchmarking: innovations/extensions/new 
approaches and benchmarking: applicable to education sector, which were excluded in this 
research.  
 
                                                 
15 The literature search for benchmarking was done in Business Elite Source, EBSCO HOST, Emerald and ABI/ 
Pro Quest databases using search words: benchmarking and/or hotels, benchmarking and/or hospitality, 
benchmarking and/or new service development, benchmarking and/or new product development. 
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Benchmarking: general aspects or fundamentals 
In the category on benchmarking: general aspects or fundamentals, one of the most referred 
to authors is Camp (1992). He is often cited as being one of the first authors of benchmarking 
theories, although Dattakumar and Jagadeesh (2003, 185) found earlier attempts to use the 
concept in the year 1983-1984 by Brisley. Camp (1992, 3-6) explains the history of the 
1980’s Xerox case with useful fundamentals of the method and the process with 10 process 
steps. The steps are also discussed by Drew (1997), who has condensed the process into a 
clear 5 –step process, which is also used in this study and explained in chapter 3.3.2. Freytag 
and Hollensen (2001, 25-33) introduce a wider 7-step approach to include also steps they call 
benchlearning and benchaction. The latter two are interesting steps, as they are not discussed 
elsewhere and therefore give the benchmarking method a touch of an on-going process cycle.  
 
Drew (1997) presents the types of benchmarking16, although still lacking some of the more 
recent types outlined in the benchmarking literature later (Ahmed and Zairi 1999; Freytag and 
Hollensen 2001; Carpinetti and de Melo 2002). 
 
The method on criteria building for the benchmark visits is an important question. Ahmed and 
Zairi (1999, 36-48) have studied the nature of “soft” (qualitative) and “hard” (quantitative) 
measurement in benchmarking, and argue that in benchmarking the focus is often on hard 
metrics and while this may lead to improvements, such a narrow focus yields only partial 
advantages. To be fully innovative, they argue that organisations much adopt soft approaches 
in balance with harder dimensions. Carpinetti and de Melo (2002, 244-255) argue that a 
systematic approach for defining the object of study of benchmarking has to be based on 
deriving improvement actions from customer expectations. These arguments fully support 
Kinnunen (2001) and her model on NSD presented earlier.  
 
                                                 
16 See chapter 3.3.1. 
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Specific areas of application of benchmarking
Specific areas of application of benchmarking in the literature include various functional 
areas from accounting processes to world class manufacturing (Dattakumar & Jagadeesh, 
2003, 190). A special emphasis on the area of hospitality and tourism was given in this study 
to find applicable research literature. Especially case study methods were selected, although 
some other interesting and useful papers were also reviewed.  It is important to note that no 
direct cases on the use of benchmarking in NSD were found. Therefore, the cases were chosen 
in relation to their usefulness on either the case study method implication and/or the how, for 
example, a criterion for benchmarks was built. 
 
According to Kozak and Nield (2001, 13) the use of benchmarking in the tourism industry has 
been very limited. It is usual that within the literature benchmarking studies first involved 
hotels (Breiter & Kline, 1995; Min & Min, 1997; Baum & Odgers, 2001; Wöber, 2002; Min 
& Min, 2002; Schegg et al, 2002; Ottenbacher & Gray, 2004; Sharl et al, 2004; Sigala et al, 
2005).  The approach has then been extended to visitor attractions and further to tourist 
destinations, which in this research were excluded as specific hotel related studies were of 
interest.  
 
The majority of the studies within the mentioned fields, focus on the assessment of customer 
satisfaction as a qualitative demand side measure of performance in identifying the strengths 
and weaknesses of business. In addition, a smaller number of examples of research on the 
supply side using quantitative measures such as occupancy rates, cost, revenues and capital 
investment can be found. A summary on benchmarking literature can be seen in Table 2.  
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Table 2. Studies on benchmarking 
 
 
Author(s) and 
year 
Title Primary focus Type of study Summary of findings 
Journal articles:     
Camp (1992) Leaning from the Best 
Leads to Superior 
Performance 
Introduces the 
fundamentals of 
benchmarking as 
seen by the author, 
the manager of 
benchmarking 
competency, at 
Xerox Corp., one of 
the earliest US 
proponents of 
benchmarking 
Conceptual 
discussion  
 
Explains the 10-step 
benchmarking process 
(see chapter 3.3.2 for 
details) with special 
emphasis on what and 
whom to benchmark. 
Concludes that the 
purpose of 
benchmarking is 
primarily to meet the 
need to establish more 
credible goals and to 
pursue continuous 
improvement.  
Min and Min 
(1997) 
Benchmarking the 
quality of hotel services: 
managerial perspectives 
Paper focuses on 
competitive 
benchmarking as a 
means of 
comparing the 
service 
performance of 
Korean luxury 
hotels. 
Combination 
of analytical 
work with 
empirical 
work (AHP 
and 
competitive 
gap analysis) 
Identifies four areas of 
practical significance 
for hotel managers: 
1) AHP (analytic 
hierarchy process) and 
competitive gap 
analyses provides a 
framework for 
operationalizing the 
level of competition in 
the hotel industry 
2) Listing of service 
attributes using both 
employees’ and guests’ 
remarks as a base 
3) Methodology allows 
“what-if” scenarios to 
be used in evaluating 
the changing hotel 
service attributes 
4) Incorporates the 
customers’ perception 
of service quality into 
the hotel benchmarking 
process. 
Drew (1997) From Knowledge to 
Action: the Impact of 
Benchmarking of 
Organizational 
Performance 
Article presents and 
analyses results of 
empirical research 
into benchmarking 
practices. The 
strategy literature is 
reviewed to 
identify ways in 
which 
benchmarking may 
lead to competitive 
advantage and 
Review of 
literature and 
empirical:  
interviews and 
a mail survey 
Confirms that the 
practice of 
benchmarking is 
widespread and used in 
different ways in 
service and 
manufacturing 
industries as well as 
many public sector and 
not-for-profit 
organizations. 
Benchmarking is not 
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superior 
performance. 
always a fast or low-
cost solution to 
knowledge-acquisition 
and organizational 
change.  
Survey confirmed that 
benchmarking can be 
more than a tool 
supporting imitative or 
collaborative strategies: 
many managers 
believed that it helped 
to generate new ideas. 
Method was also found 
to be central to the 
strategic management 
process as a catalyst for 
change and means of 
developing strategy as 
“stretch and leverage” 
Ahmed and Zairi 
(1999) 
Benchmarking for brand 
innovation 
Paper attempts to 
demonstrate the 
need to address 
both quantitative 
and qualitative 
dimensions in any 
benchmarking 
exercise via a case 
study on consumer 
brands in UK.  
Review of 
literature and 
empirical: a 
case study 
In benchmarking the 
focus is often on hard 
metrics and while this 
may lead to 
improvements such 
narrow focus yields 
only partial advantages. 
To be fully innovative, 
organisations much 
adopt soft approaches in 
balance with harder 
dimensions. Case study 
illustrates that greater 
innovation opportunity 
for learning and 
management presents 
itself from within softer 
approaches.  
Dacko (2000) Benchmarking 
competitive responses to 
pioneering new product 
introductions 
Paper examines the 
competitive 
responses of firms 
not only in terms of 
the time until their 
responding new 
product 
introduction, but 
also in terms of the 
firms’ preceding 
stages of 
competitive 
response: 
awareness, interest, 
and evaluation. 
Review of 
literature and 
empirical: a 
survey  
Study shows that it is 
feasible to identify 
benchmarks for 
competitive response in 
terms of chorological 
stage times and stage 
durations for 
competitive response as 
well as the time of 
market adoption or new 
product introduction. 
Factors that prolong the 
decision making 
processes of managers 
and reduce the quality 
of information 
disseminated in the 
organisation can be 
addressed to identify 
and establish clearer 
decision making 
responsibilities and 
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communication 
processes. 
Benchmarking 
competitive response 
enables a firm to better 
link strategic planning 
efforts with ongoing 
benchmarking studies.  
Freytag and 
Hollensen (2001)  
The process of 
benchmarking, 
benchlearning and 
benchaction 
Article discusses 
the process of 
benchmarking, 
potentials, and 
limitations of the 
technique. A seven 
stages model is 
introduced (see 
chapter 3.3.2) and 
discussed.  
Conceptual 
discussion  
 
Benchmarking is not a 
one-time project but a 
continuous 
improvement strategy 
and a change 
management process. 
It’s part of the TQM 
system and relates well 
to other TQM 
initiatives. It is also a 
way of moving away 
from tradition and will 
open up an organization 
to change and learning 
(double loop), with the 
overall goal of 
achieving competitive 
excellence.  
Carpinetti and de 
Melo (2002) 
What to benchmark? A 
systematic approach and 
cases 
Paper presents an 
approach for 
systematically 
defining the object 
of study of 
benchmarking 
based on deriving 
improvement 
actions from 
customer 
expectations and 
strategic decisions 
through business 
process and 
prioritising 
improvement 
actions that will 
most contribute to 
strategic objectives. 
Review of 
literature and 
empirical: two 
case studies 
 
Paper emphasises the 
importance of 
benchmarking practice 
as a means to promote 
continuous 
improvement in 
organizational 
performance and 
stresses the importance 
of initiating a 
benchmark project only 
after going through a 
detailed analyses of 
competitive dimensions 
and business processes 
most in need of 
improvement. Cases 
show how a company 
can apply the proposed 
set of steps for 
deploying 
benchmarking 
initiatives.  
Min and Min 
(2002) 
Dynamic benchmarking 
of hotel service quality 
Paper develops a 
set of service 
benchmarks that 
help hotel 
managers monitor 
their service 
delivery process, 
identify service 
performance gaps, 
and take corrective 
action. Paper 
Review of 
literature and 
empirical: a 
survey 
Hotel organizations 
need to achieve service 
excellence by constantly 
improving service 
performances and this 
cannot be done unless 
hotels understand what 
the leading 
organizations do in the 
market and what level 
of gaps exists between 
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illustrates the 
usefulness of 
dynamic 
benchmarking for 
continuous service 
improvement.  
current performances 
and best practices. One 
of the most effective 
ways of achieving 
service excellence is 
benchmarking. The 
paper proposes dynamic 
benchmarking that 
captures changes in 
customer perception of 
relative importance of 
service attributes and 
the subsequent changes 
in customer service 
standards over time.  
Dattakumar and 
Jagadeesh (2003) 
A review of literature on 
benchmarking 
Provides a review 
of literature:  a 
comparison among 
earlier reviews on 
benchmarking as 
well as a suggestion 
for classifying the 
literature 
Conceptual: 
review of 
literature 
 
N/A 
Enz and Siguaw 
(2003)  
Revisiting the Best of 
the Best: Innovations in 
Hotel Practice.  
The paper 
examines to which 
extent will current 
industry best 
practices stand the 
test of time and will 
existing excellent 
practices become 
integral to the 
organisation or 
become obsolete 
and be discarded.  
Best practices 
presented are hoped 
to serve as 
benchmarks for 
guiding and 
inspiring 
innovation 
Empirical: 
Cases of best 
practices by 
several hotel 
companies 
Achieving higher levels 
of excellence, 
competitive advantage, 
and profitability can 
only be accomplished 
when existing best 
practices are 
implemented, retained 
and improved. True 
innovations are most 
likely to result from the 
ideas of an individual 
whose heartfelt belief in 
the idea convinces co-
workers and top 
management of the 
feasibility of pursuing 
it.  
Author(s) and 
year 
 
Title Primary focus Type of study Summary of findings 
Anthology 
articles: 
    
Pyo, S. (Ed.). 
(2001) 
Benchmarks in 
Hospitality and 
Tourism.  
 N/A  
Baum, T., and 
Odgers, P. (2001) 
 
Benchmarking Best 
Practice in Hotel Front 
Office: The Western 
European experience 
To study Western 
European countries 
with hospitality 
sectors comparable 
to that in the Irish 
Republic into the 
changing functions 
within front office 
operations. Issues 
include operational 
Review of 
literature and 
empirical: 
interviews,   
focus group 
meetings and 
a  
benchmarking 
exercise  
F/O area is of increasing 
importance in a modern 
hotel, controlling the 
activities of other 
operational areas; 
service providers, guest 
interface point, revenue 
generation. Researchers 
conclude by saying 
there is a need to further 
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effects, multi-
tasking, multi-
skilling and 
creating a balance 
between 
technological 
solutions and the 
delivery of quality 
customer care 
study organisational, 
financial and customer 
service activities in 
Front Office frame.  
 
Kozak, M. and 
Nield, K. (2001) 
An Overview of 
Benchmarking 
Literature: Its Strengths 
and Weaknesses 
The aim is to 
review the concept 
of benchmarking 
with emphasis on 
its strengths and 
weaknesses and the 
methods by which 
it can be applied to 
tourist facilities and 
destinations.  
Conceptual: 
review of 
literature 
 
 
Leslie, D. (2001) Serviced 
Accommodation, 
Environmental 
Performance and 
Benchmarks. 
The article 
discusses the 
development and 
derivation of 
indicators for 
environmental 
performance 
especially in the 
serviced 
accommodation 
sector. It also 
discusses the 
establishment of a 
range of 
benchmarks which 
could be applicable 
in tourism 
destinations.  
Empirical:  A 
Case study 
Study showed that 
environmental 
awareness is not the key 
factor, but attitudes and 
values (of the individual 
or owners) combined 
with knowledge and 
understanding is. The 
adaptation of the 
benchmarks will inform 
the development of any 
popular tourist 
destination in the area 
of sustainability.  
 
 
3.3.2 Benchmarking method and its types 
 
As discussed in chapter 3.2.2.3 competitors can be used as a source for new service ideas. 
One method not mentioned in the literature in conjunction with NSD is benchmarking. This 
search for industry best practices and leading services might be adoptable in the NSD process. 
The benchmarking process is a formal way of collecting new data from those who perform 
well. Benchmarking essentially involves learning, sharing information and adopting best 
practices to bring changes in performance. There are different types of benchmarking 
depending on what the company wants to benchmark. According to literature there exist four 
basic types of benchmarking approaches.  
 
 52
  
 
Internal benchmarking that is benchmarking against internal operations, for example other 
parts of the same organisation, which is one of the simplest forms of benchmarking. (Ahmad 
and Zairi 1999; Freytag and Hollensen 2001; Carpinetti and de Melo 2002) 
 
Competitor (or competitive) benchmarking, which is a comparison with a direct service 
competitor. The comparison can be made of products or services and business processes. 
Some use the term reverse engineering for product benchmarking. (Ahmad and Zairi 1999; 
Freytag and Hollensen 2001; Carpinetti and de Melo 2002) 
 
Functional (or industry) benchmarking, which is a form of benchmarking that involves 
making a comparison of like functions but with non-competitor organizations. The target 
companies are often industry leaders within the industry group.  (Ahmad and Zairi 1999; 
Freytag and Hollensen 2001; Carpinetti and de Melo 2002) 
 
Generic (or process) benchmarking, which is a complex search for the best practice of similar 
procedures at dissimilar companies. (Ahmad and Zairi 1999; Freytag and Hollensen 2001; 
Carpinetti and de Melo 2002) 
 
In this study the competitive benchmarking approach was chosen because best practice 
companies from England’s hotel (spa) industry were needed as the target group for getting 
new service ideas.  The four case studies in chapter 5 are all hotels with spas. The 
benchmarking process is discussed next, and the selection of target hotels, criteria building 
and visits to the benchmarked case study hotel spas are discussed in chapter 4, the 
methodology.     
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3.3.3 Benchmarking process 
 
The actual process of benchmarking has several steps or stages. Literature introduces the five 
steps model based on Camp (1992) as in Figure 10 (Drew 1997; Carpinetti and De Melo 
2002) or the seven steps as in the case of Freytag and Hollensen (2001) where also 
“benchlearning” and “benchaction” are given their own steps in the process. This model is 
excluded from the study and the more common five-step model used.  
 
  
 
 
 
 
 
Determine  
what to 
benchmark 
Form a 
team 
Identify  
partners 
Implement and 
Monitor results 
Collect and 
Analyze 
data
Figure 10. Generic benchmarking process adapted from Drew (Carpinetti and De Melo 2002, 
246). 
 
 
The first fundamental step in the benchmarking initiative is to determine what to benchmark. 
Camp (1992, 4) argues that as every function has a product or an output, there should be 
candidates to benchmark with a view of improving performance. Freytag and Hollensen 
(2001, 27) suggest that one identifies the strategic intent of the business or process, which is 
to be benchmarked. Carpinetti and de Melo (2002, 248 - 251) point out that there is generally 
no clear procedure for identifying improvement needs. They suggest the sequence of steps for 
defining the object of study of benchmarking as follows: 
 
1. Product and market analysis: Gather information on product 
characteristics, target customer and markets, competitive priorities, 
manufacturing and financial strategies and general areas for 
improvements. This will help to understand what dimensions and 
activities are most crucial to competitiveness. 
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2. Critical dimensions: Gather information on customer expectations and 
perceived quality for different categories of customers/products and rank 
relative importance of requisites for most important customers; also, 
gather information on performance against competitors in attending 
customer expectations. This helps identify dimensions most in need of 
improvement. 
3. Critical processes. Map all the processes and activities belonging to or 
supporting the value adding chain and understand their relationship 
with the dimensions most in need of improvement. This may be helped by 
constructing a matrix relating processes to dimensions. This will help to 
focus on the attention on the processes and activities that most impact 
performance on prioritized competitive dimensions. 
4. Performance assessment. Conduct a qualitative or quantitative 
assessment of performance of the critical processes and activities. A 
diagnosis of current situation is of fundamental importance to realizing 
what areas or activities are the weak points and need to be addressed. 
Quantitative information, if available, can reveal areas ad dimensions in 
need of improvement. 
5. Improvement priorities. After performing the analysis proposed in 
steps 1 to 5, the dimensions and activities most in need of improvements 
become evident. From this point onwards, the benchmarking project 
itself can start on those subjects for which a benchmarking application is 
considered to be adequate.    
 
Once one knows what to benchmark the following step is to form a team. There can be a team 
of experts to carry out the activity. In some applied models this step is not mentioned, as in 
any case, it is more or less a given factor that somebody has to execute the benchmarking 
exercise.  There should, however, be an understanding and dedication from all levels of the 
company towards the benchmarking activity. 
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The third step is to identify partners. When determining against whom to benchmark, two 
questions can provide a starting point: “Who/what is better (at a particular process) than us?”  
And “To whom is this process a key to survival? “ (Freytag and Hollensen 2001, 28). The 
questions answered might point to two different locations which are internal or external, and 
could then follow the types of benchmarking explained earlier at chapter 3.4.2. The internal 
partners are those of the same company, for example another department. Internal 
benchmarking can produce some relatively quick returns as the hierarchies are easier 
understood and communication channels generally exist which make it easier to visit someone 
and obtain information. (Freytag and Hollensen 2001, 28) 
 
The criteria in selecting external partners are that the partner should be measurable better 
than one’s company and one should avoid direct competitors where possible, unless markets 
are exclusive or processes are general and affect the whole industry. (Freytag and Hollensen 
2001, 28)  Also Camp (1992, 4) suggests selecting world-class leadership companies or 
functions with superior work practices wherever they exist. In identifying possible external 
benchmarking partners, the data sources could include business newspapers and magazine 
articles, trade journal articles, industry and professional associations, books of well-run 
companies and consultant accounting firms who work in the industry. (Freytag and Hollensen 
2001, 28) 
 
The fourth step is to collect and analyze data. Benchmarking involves focusing on 
quantitative (hard) and qualitative (soft) measures of performance throughout various levels 
of the firm. Ahmed and Zairi (1999, 38) highlight that quantitative measures make the user 
feel as it they are dealing with fact, and continue: “However, quantitative precision is often 
unable to capture vital insights provided by qualitative indices, which on the other hand, are 
often more difficult to collate”. Freytag and Hollensen (2001, 28) recommend a uniform 
method for data collection, especially when there is a team involved in the gathering phase.  
The data should be specified in terms of units and intervals for making the comparison and 
the analysis phase easier.  
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If questionnaires are used, they should be mailed prior to visits in order to provide time for the 
benchmarking partner to prepare the data in the format requested. The use of site visits is a 
way of improving the data collection design and method. According to Min and Min (2002, 
303) the application of benchmarking to the service sector is challenging due to the intangible 
nature of service quality and the subsequent lack of universal service standards. They point 
out that, one has to set the service attributes relevant to the industry when setting up the 
benchmarking process. 
 
Some of these service attributes used in benchmarking could be derived from generic 
determinants of service quality including reliability, responsiveness, courtesy, and tangibles 
as identified by Berry et al. (1985, 45 - 46).  
 
The fifth and final step is to implement and monitor results. According to Freytag and 
Hollensen (2001, 31) the actual implementation of the planned changes could take place 
through developing the skills of the employees, training and organizational development. 
New concepts have to be learned and put into practice before the benchmarking process can 
have real effect.  
 
3.4 Applying benchmarking method in idea phase of NSD process – conclusions 
 
 
The literature review showed that both NSD and benchmarking literature can be found 
separately. However, the combination of benchmarking and NSD was not mentioned 
anywhere. This is quite surprising as benchmarking is a quality management tool that, like 
explained earlier, can be used in very flexible ways for improving a company’s performance 
in many fields.  
 
Several researchers pointed out that the idea generation phase in NSD process is often ad hoc, 
not managed well or haphazard (Kotler et al. 1999; Komppula and Boxberg 2002; de Jong 
and Vermeulen 2003; Kinnunen 2004). This argument is of great importance for this thesis, as 
the use of a benchmarking tool in generating ideas for NSD could be one solution in the NSD 
process development. 
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In general, ideas are generated in many different ways. One can use internal sources as 
company personnel (Kotler et al. 1999; de Jong and Vermeulen 2003; Kinnunen 2004) 
customers, distributors and suppliers (Kotler et al. 1999; Kinnunen 2001; Komppula and 
Boxberg 2002) as well as competitors (Ahmad and Zairi 1999; Kotler et al. 1999; Freytag and 
Hollensen 2001; Kinnunen 2001; Carpinetti and de Melo 2002; Komppula and Boxberg 2002) 
as a source.  
 
Four out of five NSD process models presented earlier included a phase for generating ideas 
(Scheuing and Johnson 1989; Wilhelmsson and Edvardsson 1994; Johnson et al. 2000; 
Kinnunen 2004), but especially Kinnunen’s (2001) was chosen as a basic model for this 
study. Her model supports the purpose of the study17 as it does not exclude any types of 
service ideas: new or old. Further the model is not at all restrictive when it comes to 
combining different methods for idea generation.  
 
Benchmarking literature was reviewed according to two schemes: general aspects or 
fundamentals and specific applications and case studies in benchmarking adopted from 
Dattakumar and Jagadeesh (2003). This division helped in outlining the numerous references 
found at the beginning of the research. Benchmarking process model by Drew (1997) was 
adapted as the main model of benchmarking process in this research and was presented in 
chapter 3.3.3. 
 
Kinnunen’s (2004) analytical model for service ideas mentions related research analyses as 
one basic tool for getting service ideas. Although she refers to studies about the problems and 
needs of the customers, one could include a research method called benchmarking into the 
arrow. Those services that are already in use by the competitors are most likely services that 
their customers like and need. If true best practice competitors are chosen as benchmarking 
partners one could assume that new service ideas are born. One could argue that this type of a 
practice now means copying services from somebody else. Keeping in mind that all 
businesses have their own business ideas it is virtually impossible to copy a service from 
somebody.  
                                                 
17 The purpose of this study is to examine how benchmarking method can be used as an idea generating tool in 
the new service development process. 
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Having similar types of services, for example spa treatments in a hotel does not mean they are 
the same service, as the way the service is delivered, is always unique to the company in 
question.   
 
Competitor benchmarking is a method where one compares the services or products of a best 
practise partner in the same line of business, for example hotel spas. At this point nothing 
excludes the method from being used in idea generation. Chapter 4 introduces how the 
benchmarking method was implemented, how the hotel spas were chosen, the benchmarking 
criteria built and the visits conducted.  
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4 METHODOLOGY 
4.1 Introduction 
 
The basis of this study is my personal interest in hotel service development. During the 
autumn of 2005 I was given an opportunity to work closely with the technical team of one of 
the leading international hotel chains in the world. The work period at the head quarters of the 
chain and the interaction with the personnel of the team lead to conversations about an 
independent study in the field of service concepts development. Spas quickly became of main 
interest and quite soon spa concept development was chosen as the primary focus.   
 
I stayed in the UK for 7 weeks during the fall of 2005 and the collection of data via 
benchmarking visits was done during my stay. This chapter introduces the method and how 
overall the research was conducted. Selecting spas is discussed in chapter 4.1.1 followed by 
chapter 4.1.2 on the criteria building. Benchmarking requires on site visits, and these were 
done using the participatory approach, a method which is discussed in chapter 4.1.3.  
 
After returning to Finland I studied more about the theory on NSD. The research was still 
evolving at this point. I realised that narrowing down the use of benchmarking in the NSD 
process would give me a useful angle on the topic. I chose case studies as a form of writing 
about the spa visits, as cases provide a unique way of developing theory by utilizing in-depth 
insights of empirical phenomena (Dubois and Gadde 2002, 555).  Writing and studying was a 
parallel process at this point and the research was truly “living its own life”, evolving and 
taking new directions. Chapter 4.2 therefore discusses systematic combining and abduction. 
Finally chapter 4.3 is about data evaluation and analysis.  
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4.1.1 Selecting spas to be benchmarked 
 
Selecting spas to be studied was a difficult task to begin with. In the benchmarking method 
the first three steps, when following the generic benchmarking process as introduced earlier in 
chapter 3.4.3, are: “determine what to benchmark”, “form a team” and “identify 
partners”. These steps are discussed next. 
 
In the beginning I only had a vague idea of the different spas in the U.K. The starting point for 
my research therefore was the web-page of the Spa Business Association in the UK and 
Ireland. (http://www.britishspas.co.uk/). I also used Google search with different search word 
combinations to find as many spas as possible within the U.K. as well as other related data 
which I would possibly need. This task was to study the different websites of the spas to see 
how they were and whether they would fit the criteria I had decided to use. The criteria check 
list used at this point was that presented in chapter 2.1.2.2. The check list was used against the 
features/amenities list of the hotels’ web-site. A hotel/spa was accepted for benchmarking 
only if most of the features from the earlier mentioned list were inherent, hence being 
categorized a proper spa. Also the definition of resort/hotel spa of ISPA: “a spa owned by, 
and located within, a resort or hotel providing professionally administrated spa service, 
fitness and wellness components, and spa cuisine menu choices.” (Mintel, 2004) was used.  
 
The top 10 list as seen in table 3 included the name of the spa, the location and the brand 
/owner mentioned.  At the outset, the location of the spa was not an issue and within the list 
there are spas from England, Ireland and Scotland. Brand/ownership was of importance as I 
was looking for spas whose clientele would be similar to that of my project client. A mixture 
of well known international/national brands as well as affluent independent spas was sought. 
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Table 3. Alphabetical Top 10 list of spas to choose for benchmarking visits 
 
 
Name Location Brand / Ownership 
C-side, Cowley Manor Cowley, Cheltenham Independent 
Mandarin Oriental, Hyde 
Park 
London Mandarin Oriental 
ONE Spa Edinburgh, Scotland Sheraton Grand Hotel & Spa 
Ragdale Hall Melton Mowbray, 
Leicestershire 
Independent 
Samas deluxe destination spa 
/Park Hotel Kenmare 
Co. Kerry, Ireland Independent 
SenSpa at Careys Manor 
Hotel 
Brockenhurst, Hampshire Greenclose Hotels (3 
properties) 
Serenity Spa, Seaham Hall Newcastle Independent 
Sequia, The Grove Watford Leading Hotels of the World 
Spa at Chancery Court London Marriott/Renaissance 
The Spa, The Gleneagles 
Hotel 
Perthshire, Scotland Leading Hotels of the World 
 
At this point a distinguished life-style traveller magazine Condé Nast Traveller from the U.K 
published its’ October issue with the 2005’s “Readers’ Traveller Award” winners of the 
different travel categories. U.K Hotel spas were also listed. Although the magazine is neither 
a scientific journal nor a pure trade magazine its usefulness is clear. The manner in which the 
magazine combines the lists is a questionnaire to its readers around the world. A life-style 
magazine like this is mainly read by experienced travellers with money. It quite well 
represents the preferable clientele the hotel chain is looking for.  
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To further explain my choice in using this magazine in the search for competitive 
benchmarking partners is Freytag’s and Hollensen’s (2001, 28) advice: “In identifying 
possible external benchmarking partners, the data sources could include business newspapers 
and magazine articles, trade journal articles, industry and professional associations, books of 
well-run companies and consultant accounting firms who work in the industry”. Table 4 
shows the top 5 U.K. Hotel spas and can be compared to the previous list.   
 
Table 4. Condé Nast Traveller “Readers’ Travel Awards” Top 5 ranking of U.K. Hotel spas 
(2005, 42) 
 
Ranking Name 
1. Sequoia at the Grove, Hertforshire (score 88,95) 
2. The Spa. Mandarin Oriental (score 86,39) 
3. The Spa, The Gleneagles Hotel, Perthshire (score 86,16) 
4. C-side, Cowley Manor, Glaucestershire (score 85,23) 
5. Serenity Spa, Seaham Hall Hotel, County Durham (score 84,92) 
 
 
Following is the ranking method adapted from Condé Nast Traveller web-site: “The numbers 
are an index of satisfaction with travel facilities and services, scored out of a maximum of 
100. In our Readers' Travel Awards questionnaire, people were asked to choose the best that 
the travel world has to offer - everything from hotels and spas to airlines and airports. They 
were then asked to rate their choices according to various criteria, such as service and value 
for money. From the responses, we calculated the average mark on each criterion, and used 
this to provide the overall satisfaction percentage figure that you see in the league tables and 
The World's Top 100” (http://www.cntraveller.co.uk/ReadersAwards/2005/Spas/) The final 
list of places to visit was then as follows in table 5. I started from the top working my way 
through the list down. Finally, four visits were conducted; this is discussed in chapter 4.1.3. 
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Table 5. Spas selected to be visited in their order of preference 
 
 
Name Location 
Sequia, The Grove Watford 
Mandarin Oriental London, Hyde Park 
Spa at Chancery Court London, Holborn 
C-side at Cowley Manor Cowley, Cheltenham 
Ragdale Hall Melton Mowbray, Leicestershire 
SenSpa at Careys Manor Hotel Brockenhurst, Hampshire 
Serenity Spa, Seaham Hall Newcastle 
ONE Spa Edinburgh, Scotland 
The Spa, The Gleneagles Hotel Perthshire, Scotland 
Samas deluxe destination spa, Park Hotel 
Kenmare 
Co. Kerry, Ireland 
 
 
In the benchmarking process the next step after one has determined what to benchmark is to 
form a team. In the case of my research it was clear from the beginning that I would be the 
sole person to conduct the actual visits and to conduct the research. I was naturally given the 
back up support of the hotel chains’ technical team in case I would need it. The assistance I 
finally used was more office formalities than research related.  
 
Once the spas were listed, the next task was to decide what kind of services I would 
benchmark during my visits.  Selecting the criteria for services to be bought would help me as 
a researcher in building the theoretical understanding of the service concepts in spas.  Eskola 
and Suoranta (1999, 65) discuss the problem of limiting the data in qualitative research and 
argue, that it’s always an individual decision to be made bearing in mind the theoretical scope 
of the research.  
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In a benchmarking exercise it makes sense to use as similar services as possible for 
comparison reasons. This also helps in generalization, although Sulkunen in Eskola and 
Suoranta (1999, 66) argue that generalization is not possible based on the data but on the 
interpretation of the data available. For generalization the researcher has to build realistic and 
logical criteria and possibility for comparison.  
 
In choosing the services to be benchmarked, I initially studied the spas and the services they 
offered in more detail. This was done inclusively by using the internet sites of the spas. In 
accordance to Eskola and Suoranta (1999, 66) I decided to use three very easy and 
understandable variables for choosing the services:  
 
1. The length of the overall treatment or package 
♦ All spas seemed to offer either 1/2 day (=package) or 3 - 5 hrs treatments 
(=package), so length was chosen as the first criteria 
2. The individual treatments the package would include 
♦ All spas offered holistic body treatment(s) as well as facial treatment(s) that 
included similar, if not the same, features 
3. The price  
♦ Price is an easy variable but did have significant variation.  
 
The above mentioned criteria were easy to use and understand. Eskola and Suoranta (1999, 
66) highlight that apart from the sensible creation of data, generalization also becomes easier 
when comparison is made easier. Finally, it was possible to purchase and benchmark more or 
less similar packages in all the spas visited18.  
 
                                                 
18 The visits are covered further in chapter 4.1.3. 
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4.1.2 Building criteria for benchmarking visits 
 
The fourth step in the benchmarking process is “collecting and analyzing data”. For this 
purpose I started building the criteria for my use during the benchmarking visits. The actual 
collection of benchmarking data basically involves focusing on both quantitative and 
qualitative measures of performance throughout various levels of the firm as discussed earlier. 
Hospitality industry services, like hotels or spas, are challenging to benchmark due to the 
intangible nature of service quality and the subsequent lack of universal service standards. 
Min and Min (2002, 303) pointed out that service attributes used have to be relevant to the 
industry.   
 
I developed the criteria list bearing in mind firstly the service quality attributes; reliability, 
responsiveness, courtesy, and tangibles as identified by Berry et al. (1985). I also reflected on 
my own 15 years of work experience in hospitality operations and management. Singer 
(2004a, 2004b, 2005a, 2005b) and Monteson and Singer (1992, 2002, 2004), two American 
spa researchers and consultants, provided the much needed insight into the creation of 
successful spas and the issues one has to consider when developing new spa services. Their 
articles on how to develop spa concepts, how to market spas and how to make them profitable 
were used as a final source of information on criteria building. In the list each title stands for a 
point to observe while on a benchmarking visit. They are also explained and discussed 
immediately.   
 
How is the customer handled during the service process? 
The customer expects quality treatment from the very first contact with the spa, 
throughout the stay at the spa until the departure. Courtesy, efficiency, 
politeness and promptness are just a few qualities the personnel should possess 
while providing the different stages of service. How the booking is handled, 
how the customer is served while in the spa and how the follow-up is done are 
all vital aspects. (Singer 2004a, 2004b)  
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How is experience created? 
The spa should touch the senses, evoke the feelings, create memories and 
establish “signature touch points”. There can also be a signature theme such as 
age management, fitness, luxury and so on. (Singer 2004a, 2004b) 
 
Uniqueness 
How limited is the target market? There is a careful balance between being 
unique and being so unique that the spa limits its segment. The points of 
uniqueness can be e.g. services, facilities and products. A unique spa can create 
a sense of curiosity and demand that make people come and purchase the 
services. If uniqueness makes them return, that is even better. (Singer, 2004a, 
2004b) 
 
Consistency 
The spa has to have a concept and be true to it. Everything has to reflect the 
chosen concept. (Singer, 2004a, 2004b) 
 
Is it PR worthy? 
Industry and other magazines should want to feature and write about the spa. If 
they tell the spa’s story it is a more credible and marketable strategy than 
placing expensive ads. (Singer, 2004a, 2004b) 
 
Is it a leader? 
Being good is not good enough. The spa should be the first one to feature new 
products and/or services. Being something the others would want to be is a good 
position. (Singer, 2004a, 2004b) 
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Balance between profit zones, comfort zones and back of the house 
The spa should make money via its treatments and retail. How the overall space 
is allocated between the profit zone, comfort zone and back of the house is vital. 
The spa guests should have sufficient social and private comfort areas where 
they can stay and relax. The personnel need to have functional areas to run their 
daily routines and serve the customers. (Singer, 2004a, 2004b) 
 
Design with flexibility 
The spa should have space to grow and develop its services. In case this is not 
possible, at least multi-usage of space is recommended. If a treatment room can 
do more than one type of treatment it gives flexibility. (Singer, 2004a, 2004b)  
 
Number of treatments 
If the spa has too wide a variety or choice in treatments it can confuse the guest. 
The vast number of treatments is also difficult for the staff to handle and is 
expensive in terms of training and inventory. (Singer, 2004a, 2004b) 
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Pricing? 
Spas shouldn’t under-estimate or over-price their treatments. A balance between 
the length of treatment and the overall experience compared to that of the 
competitor should be achieved. When treatments become more expensive, 
customers need to see and feel the value and results for the time and money 
spent. (Singer, 2004a, 2004b) 
 
Charge more but offer more? 
Adding value to customer perceived experience is an important element. A 
customer could receive extras during the treatment e.g. nail polish can be a 
newly opened bottle which is then given to the customer after treatment. 
Discounts on used and recommended products and other means of adding value 
need to be considered. (Singer, 2004a, 2004b)  
 
Does the spa up-sell and link-sell to create an experience? 
People are looking for an experience and not just a treatment.  Up-selling for 
instance, by suggesting the four handed massage rather than the two handed 
massage is beneficial for the spa and perhaps something the customer wouldn’t 
think about.  
Creating a “wow” effect and excitement to customers will create ambassadors 
who will do word of mouth marketing. (Singer, 2004a, 2004b) 
 
Stage of personalisation 
Service can be customized and modified to meet the guest’s needs and desires. 
Create the feeling of a Special Personalized Adventure (SPA). (Singer, 2004a, 
2004b) 
 
Products in use 
Spa products are important because they are directly related to the concept, 
treatment experience, retail opportunities, branding and profitability. They can 
be branded product lines, private labels etc. Also retail in-house and possible 
mail ordering can be considered. (Singer, 2004a, 2004b) 
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4.1.3 Participatory approach and performing the benchmarking visits 
 
In benchmarking, participating and visiting the studied sites (in this case spas), is necessary. 
A visit requires skills of observation. As Miller et al. (2005, 119) in their article quote Patton: 
“To understand a world you must become part of that world while at the same time remaining 
separate, a part of and apart from”.  
 
Participant observation is a form of qualitative methodology. A principal benefit of 
observational research is that the researcher is able to observe the behaviour of interest 
directly as it occurs and more specifically, to witness events in their natural context, providing 
further value to the accuracy of data. (Miller et al. 2005, 119-120) According to Johns and 
Lee-Ross (1998, 128) observation is an everyday reality in many service industry settings. 
They introduce the four basic observational roles as summarized in table 6. 
 
Table 6. A summary of observational roles adopted from Johns and Lee-Ross (1998, 12) 
 
Type I: 
Complete participant 
Type II: 
Participant as 
observer 
Type III: 
Observer as  
non-participant 
Type IV: 
Complete  
observer 
Participant, similar 
age, interests, 
activities, covert 
Participant, overt or 
covert 
Overt, non-
participation  but 
present among 
subject groups  
Observation at a 
distance, non-
participation 
 
  
A type I “complete participant” could be, for example, a mystery guest in a hotel or a 
restaurant. Type II “participant as observer” could be a trainee in a hotel, partly working while 
also observing. An outsider engaged in job shadowing could be type III “observer as non-
participant” and finally a researcher of operational efficiency is a type IV “complete 
observer”, as he/she is clearly differentiated from the workers and observing openly. (Johns 
and Lee-Ross, 1998, 128)  
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Differences between the types are not very clear as Eskola and Suoranta (1998, 101) point 
out. Sometimes it is virtually impossible to enter a group or situation for any type of 
observation at all, for example for religious, gender or ethnical reasons.  
 
In this benchmarking exercise my role clearly was type I, “complete participant”, observing in 
covert. Being a hidden observer and using the role of a normal customer gave me the 
possibility to monitor the service personnel and the service concepts like any client would. 
During my benchmarking visits I was able to study the business environments in detail, to 
take notes and pictures and to use the facilities at my own pace. 
 
A hidden observation in research situations is effective because the researcher is unknown to 
the subjects, so that the observees are more likely to behave “normally”. However, covert 
observation raises ethical issues to be considered, preferably at an early stage of the study. 
This is particularly important in a case where findings are used to manipulate or exploit the 
subjects, cause embarrassment or any other disadvantage to people and/or companies studied. 
(Eskola and Suoranta, 1998; Johns and Lee-Ross, 1998; Ghauri and Grønhaug, 2000) 
 
The final step after building the criteria and before performing the visits was to contact the 
spas and book the treatments. This was the point were ethical considerations really needed to 
take place.  I considered deeply the procedure for my research at this point. Would I approach 
the spas and tell them I was going to visit them or would I be anonymous? It is obvious that 
the actual benchmarking process is an open situation in which the partners are equally aware 
of the benchmarking happening and are both providing information on the best practices to 
create a win-win situation. I decided to approach as a thesis student and prepared emails to be 
sent to the appropriate managers. I didn’t receive any replies for these emails although they 
were sent twice. This meant that to be able to proceed with my study at all, I finally had to 
book my visits and treatments one by one as an ordinary guest. 
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As to ethical issues in proceeding as described, I relied on Jorgenssen (Miller et al. 2005, 123) 
who argues that type I (complete participant, like mystery shoppers for example) research is 
ethical because it does not violate the right to privacy of the research participant as the 
research takes place in a public arena where it is reasonable to assume that I do not engage in 
activities that I would not be happy to witness.  
 
I finally contacted the sales department or spa booking by telephoning them directly. I had to 
book one by one, as I wasn’t sure how many spas I would have to visit before saturation 
would be reached. In the end only one visited spa required a booking for accommodation in 
case I wanted to take the treatments. This was acceptable as the spa was located quite far 
away and would have been difficult to visit during a working day only. The rest of the visits 
were conducted during a day, as the spas accepted also day visitors in their premises.  Table 7 
shows the four visited case spas, their locations, the treatments taken and the prices.  
 
Table 7. Benchmarking visit location, price and treatments taken 
 
CASE SPA LOCATION ½ DAY PACKAGES / PRICE NAME OF TREATMENT 
A London 1/2 day from £170 Calm 
B Watford £ 220 – 390 Case spa’s Signature Special
C London 1/2 day from £245 Nourishing Ritual 
D Cheltenham 95£ (+ accommodation) Cloud 9, signature treatment 
 
 
During each visit I had my list of criteria to observe with me as well as a digital camera. I 
made notes in the dressing room whenever possible and some of my notes were written after 
the actual visit. I also took pictures of the different areas of the spa visited. As I had to respect 
the privacy of the other quests I naturally didn’t take pictures with people in them.  
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I chose to dress up very informally and tried my best to act as a normal customer having a 
leisurely day at a spa. On the whole, the visits were a success as the customer “journey” was 
completed from the start to the end as it would be to anyone buying similar services. A more 
detailed description of all the visits is provided in the case studies in chapter 5.   
 
Observational researchers should not project their own motivations and preferences upon their 
subjects. Neither should they allow their personal experience to focus their attention 
incorrectly upon or away from certain social phenomena. Being an observational researcher 
tends to be very subjective. Gummesson (2000, 135) says that it is not clear to him at all how 
one can be a “neutral observer”.  
 
Researchers with background experience of the research situation are in the strong position to 
gather data, but they may unintentionally ignore aspects they have grown accustomed to 
regarding as “unimportant”. (Eskola and Suoranta 1998; Johns and Lee-Ross 1998)  
 
4.2 Abductive research method 
 
This is a qualitative study using abductive case study method. The method was chosen 
because it gives the researcher more approach to overall research design and conduct. 
According to A.J. Veal (1997, 131) much qualitative research involves a fluid relationship 
between the various elements of the research, an approach he calls recursive. In this approach, 
forming the hypothesis evolves as the research progresses; data analysis and collection take 
place concurrently and writing is also often an ongoing process. Peterson (Veal 1997, 131), 
lists potential uses of qualitative methods in market research and argues that when developing 
new product, service or marketing strategy ideas – the free play of attitudes and opinions can 
be a rich source of ideas for the marketer, and continues that a qualitative research can 
provide an initial screening of new product, service or strategy ideas.  
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Pre-understanding should not be blocked as this creates bias and does not allow creativity and 
innovation, much needed attributes in this particular research. Therefore, the application of an 
inductive approach, advocated by grounded theory19, may be necessary as a starting point.  
Grounded theory is an inductive process, as are all the qualitative methods of data analysis. In 
its original form, theory is produced by identifying conditions that result in the phenomenon 
occurring that establishes specific context, and concomitant actions and related consequences. 
In this method collecting data and analysing it are concurrent and parallel processes. 
(Komppula 2000; Jennings, 2005)  
 
The use of case studies for research purposes has become increasingly widespread in 
management research, and a wide range of information-gathering techniques can be used in 
case studies (Gummesson 2000, 83). Hirsjärvi et al. (2000, 123) argue that the objective in 
case studies most typically is to describe a phenomenon.  
 
Ghauri and Grønhaug (2002, 172-173) argue that the case study method is most useful when 
“how” and “why” questions are to be answered. They state that it is possible to study a 
number of organizations with regard to a set of variables that are already being identified or 
assumed. Such case studies are called comparative case studies. Case studies provide detailed, 
intensive information about a single case or a small number of related cases. Case studies are 
an inductive approach to research allowing the researcher to infer general patterns of order or 
structure to form the empirical data (Syson and Perks 2004, 256).  
 
Yin (1994, 13) distinguishes between three types of uses of case study research: exploratory, 
descriptive, and explanatory. The first can be used for example in pilot studies as a basis for 
formulating more precise questions or testable hypothesis. Descriptive case study attempts to 
describe, for example, what happens when a new product is developed and launched on the 
market. Explanatory case study can be a useful strategy for studying processes in companies 
and for other explanatory purposes.  
 
 
                                                 
19 One of the cornerstones of the Glaser and Strauss method is that theories and models should be grounded in 
real-world observations rather than be governed by established theory. (Gummesson, 2000, 95) 
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Further arguments for the usability of case studies in research are that it helps in generating 
theory by utilizing in-depth insights of empirical phenomena and their context as well as acts 
as a means for initiating change.  (Gummesson 2000; Dubois and Gadde 2002)   
 
The criticism of case studies often is that it is inferior to methods based on random statistical 
samples of large numbers of observation. Other arguments are that the method lacks statistical 
reliability and validity, can be used to generate hypotheses but not to test them, and finally 
that generalizations cannot be made on the basis of case studies. (Yin 1994; Dubois and 
Gadde 1999; Gummesson 2000; Komppula 2000)  
 
Instead of an inductive approach, case studies could use an abductive approach, in which 
creating the theoretical model, data collection and analysis are simultaneous processes. In 
1958, Peirce (Dubois and Gadde 1999, 2) defined abduction: “as an exploration of a set of 
facts which are permitted to suggest a theory”. According to Dubois and Gadde (1999, 2) the 
basic objective in abduction is to investigate the relationship between ’everyday language and 
concepts’  
 
According to Peirce (Dubois and Gadde 1999, 2) the logic of abduction follows a trace that 
makes it useful for case study purpose. Dubois and Gadde (1999, 2) identify this trace as 
‘systematic combining’ in which the theoretical and empirical findings of the research process 
takes on a character that is different from both deductive and inductive approaches. In 1990 
Strauss and Corbin (Dubois and Gadde 1999, 9) illustrated the systematic combining of the 
researcher as a constant move “between asking questions, generation hypotheses, and making 
comparisons”.  
 
In an abductive case study the theoretical frame and research questions can be formulated 
quite late in the course of study.  “Going back and forth between framework, data sources and 
analysis is one of the elements in systematic combining, and is also the tool for the researcher 
to generate new theory” (Dubois and Gadde 1999, 10).  
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Dubois and Gadde (2002, 555) argue that the researcher, while “going back and forth” from 
one type of research activity to another and between empirical observations and theory, is able 
to expand his/her understanding of both theory and empirical phenomena. They continue that 
the preliminary analytical framework consists of articulated “preconceptions”, which, over 
time, will be developed according to what is discovered via fieldwork, analysis and 
interpretation as theory cannot be understood without empirical observation and vice versa.  
 
As the framework evolves, it directs the search for empirical data and this again might result 
in the identification of unanticipated, yet related, issues that may be further explored by 
various means of data collection etc. The basic elements of systematic combining are 
illustrated in figure 11. This study has moving back and forth throughout the research process. 
At the outset the theory was missing and later redirection from product development to 
service development cleared the path.  
 
  
 
 
Framework 
 
 
Matching 
 
Direction and 
 redirection 
 
 
 
 
 
 
 
 
 
 
 
The 
empirical 
world 
 
Theory 
 
The case 
 
Figure 11. Systematic combining adopted from Dubois and Gadde (2002, 555) 
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According to Dubois & Gadde (2002, 558) one important consequence of systematic 
combining is that the case evolving during the study can be regarded as a “tool” as well as a 
“product”. Thus the design of a case study becomes a matter of how to sharpen this “tool” 
since this will be crucial for the final case, which is a “product” that cannot be planned in 
advance.  
 
Komppula (2000, 85) as well as Gadde and Dubois (1999, 14) point out that the final 
reporting phase of an abductive study can be problematic due to moving “back and forth” 
between framework, collecting data and analysis. This concerns both the overall structure of 
the report, i.e. how to put the pieces into some sequence, and how to outline the case itself.  
 
Many case studies are written with the logic of a deductive method although in reality they 
are abductive.  The structure in which the case is finally presented is also a crucial issue. Not 
only that data is selected but also the way in which it is presented is of importance. 
Sometimes the final framework can be utilized to structure the case descriptions. In other 
cases, especially when the case concerns a process of some kind, it is better told as a ‘story’. 
(Dubois and Gadde 1999; Komppula 2000) The structure of this research mainly follows the 
structural advice from the abductive approach.  
 
4.3 Data evaluation and analysis 
 
The main problematic questions in qualitative research often deal with the size of data / the 
number of cases, reliability, validity and generalization. Reliability means that two or more 
researchers studying the same phenomenon with similar purposes should reach approximately 
the same results. Validity means that a theory, model, concept, or category describes reality 
with a good fit. Generalization is closely related to validity, the extent to which researchers 
are able to use their method to study what they had sought to study rather than studying 
something else. (Gummesson 2000, 91 - 92). 
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In this research I used a case study method, which, according to Gummesson (2000, 3) is 
becoming increasingly accepted as a scientific tool in management research. When an in-
depth understanding of the mechanisms of change is desirable there is no need to study a large 
number of cases.  
 
Eskola and Suoranta (1998, 18) argue that the number of cases in a qualitative research is 
often quite small but the analysis is thorough. The purpose of the data is to help the researcher 
to build theoretical angles that are valid. Since qualitative research has the potential to probe 
deeply, uncovering subtle and complex issues, although using time, small sample sizes are 
generally used (Johns and Lee-Ross, 1998, 121).  
 
Komppula (2000, 86) argues that the size of data has no immediate affect on the research and 
the results. The actual size of the data in research will be determined by saturation, which 
means: “the diminishing marginal contribution of each additional case; the researcher will 
have no need to continue with further cases when the marginal utility of an additional case 
approaches zero”. (Gummesson, 2000, 96)   
 
According to Sue Beeton, (2005, 39), case studies tend to reflect the bias of the researcher, 
who is the primary instrument of data collection and analysis. The value system of the author 
tends to influence the presentation of the facts as well as analyses, and the usefulness of a case 
study can be influenced by the value system of the reader, who tends to remember results that 
support his/her values, rejecting the others that do not fit as neatly.  
 
A method proposed in the literature that may overcome some of the criticisms of this bias, is 
triangulation i.e. combining a range of methodologies (including qualitative and quantitative). 
There are four different elements of triangulation namely; data, researcher, theory and 
methodology. Data triangulation means that for any one piece of research, a range of different 
methods are combined (i.e. interviews, articles, recordings, and statistics). In researcher 
triangulation the same phenomenon is studied by two or more researchers. Theory 
triangulation combines different theories and methodology triangulation different 
methodologies like participant observation, action research and so on (Eskola and Suoranta, 
1998; Komppula, 2000; Dubois and Gadde, 2002; Beeton, 2005). 
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According to Beeton (2005, 40): “researchers such as Hall and Jenkings (1995) and Jennings 
(2001) support the triangulated, multi-method approach, acknowledging the need to provide 
richness of detail and explanatory power in tourism research that is not possible with 
singular methods”. Dubois and Gadde (2002, 556) argue that in systematic combining, the 
emphasis on verification, for example, checking the accuracy of data, is not the main issue. 
Rather, multiple sources may contribute to revealing aspects unknown to the researcher, for 
example, to discover new dimensions of the research problem. Most data collecting activities 
are directed towards the search for specific data in line with the current framework. These 
activities need to be complemented by efforts aiming at discovery. This may result in 
redirection of the study. 
 
After the benchmarking visits were conducted, I continued reading relevant articles thus 
applying the hermeneutic approach20. The Internet was used as a basis of spa search; it also 
provided me with information from various data sources. Methodology triangulation21 was 
also used from the beginning. The range of methods included informal discussions with my 
team at the head quarters, with other hotel professionals and benchmarking visits.  
 
Many of the criticisms of case studies can be eliminated with triangulation but according to 
Beeton (2005, 40) some limitations need to be recognized. One such thing is the length of the 
case study report, which, due to the richness of data and complexity of analysis, can be very 
long. This means a case study report should be designed in such a way that the main analysis 
is provided in the body of the work, or by producing a series of smaller, related sub cases. 
Setting boundaries enables the researcher to focus not only on the study in question, but also 
the reporting process.   
                                                 
20 The research represents the hermeneutic approach which means that the researcher has a pre-understanding of 
the subject study, which has developed from his/her personal experience as well as from other intermediaries as 
textbooks, research reports, lectures, etc. Final sources of understanding are accessed via personal involvement 
and methods used. Reference here is the hermeneutic circle that can be illustrated by the following statements: 
“no understanding without pre-understanding” and “an understanding of the parts assumes an understanding of 
the whole”. This hermeneutic circle or spiral is an iterative process whereby each stage of research provides the 
researcher with knowledge. One of the best opportunities for a researcher to develop their pre-understanding is to 
operate as active participants in a process. (Gummesson 2000; Komppula 2000)  
 
21 In this research I used data and methodology triangulation. In the beginning articles and spa web-sites 
provided me with a starting point for data collection and selection of spas to be benchmarked. While reading the 
journal and trade magazine articles I was able to form a picture of what constitutes a spa and how the wellness 
phenomenon is connected to the service development of hotel industry. 
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The analysis and evaluation of data are not always easy to separate in a qualitative study 
(Lassila 2005, 102). The purpose of data analysis is to create clarity in the data thus adding 
new information on the subject matter (Eskola and Suoranta 1998, 138). In the first phase of 
the research, I conducted the benchmarking visits based on the manner and criteria explained 
earlier. I then wrote the notes on the visits and processed the pictures taken. The second phase 
included reading the theories of new service development during which, I reflected on the first 
phase and attempted to form a process model that would combine the NSD theory idea 
generating phase and benchmarking. The third phase was writing and analysing the four cases 
that are presented in the following chapter.  
 
 
 80
  
5 CASES ON FOUR SPAS 
 
5.1 Introduction 
 
As aforementioned, I conducted four spa visits in England during the fall of 2005. An outline 
of the cases follows; first there is a short introduction of the spa in question, then each spa is 
described via the criteria explained in chapter 4.1.2. The criteria are however grouped to form 
entities for a better structure of the cases. As the criteria were explained earlier, only the titles 
are left to indicate to the reader what things were being observed at each point of the case. In 
all the cases the following two criteria: “Is it PR worthy22?” and “Is it a leader23?”  are not 
included, as they apply to all the four spas24 and have therefore been implemented already 
once the decision of choosing them as benchmarking targets was made.  
 
5.2 Benchmarking hotel spas in England 
 
5.2.1 Spa at Renaissance Chancery Court 
 
 
The first spa visited is located in an international chain hotel and one of the many brands of 
Marriott, which is a worldwide hospitality company with nearly 2800 operating units 
globally. The chain operates and franchises hotels under sixteen different brands and 
employees more than 143 000 persons.  The brand in which the visited spa locates has a total 
of 137 hotels out of which 68 are in the US and 69 are located internationally. 
(http://marriott.com/corporateinfo/default.mi) The case spa is located in central London and is 
a part of a hotel.  
                                                 
22 “Industry and other magazines should want to feature and write about the spa. If they tell the spa’s story it is a 
more credible and marketable strategy then placing expensive ads”. (See chapter 4.1.2)  
 
23 “Being good is not good enough. The spa should be the first one to feature new products and/or services. 
Being something the others would want to be is a good position”. (See chapter 4.1.2)  
 
24 As introduced in, for example: Spas (2005). Condé Nast Traveller, October 2005.  
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The spa department has been created by ESPA25 International Ltd., a specialized spa 
consulting company from the U.K. They have developed the total concept and design of the 
spa working closely with EAA International Architects to maximise the limited space 
available. ESPA's involvement has run throughout the building phase, recruitment and 
training of the staff and the pre-opening stages of the project. They now run the spa under a 
management contract26.  
 
The spa includes the following features: 
♦ 6 Treatment rooms  
♦ 1 VIP treatment Room  
♦ Finishing touches - manicure/pedicure/make-up  
♦ Relaxation rotunda  
♦ Male and female changing rooms with sauna, amethyst crystal steam and 
lifestyle showers  
(http://www.espaonline.com/espa//design/consultancy-gallery-pages/spa-at-chancery-
court.cfm) 
 
How is the customer handled during the service process? Does the spa up-sell and link-sell to 
create an experience? Stage of personalisation? 
 
The first point of personal contact was a phone call to the spa. I had difficulties in finding the 
treatments available in their Internet pages and decided to call for more information. The 
receptionist who answered the phone was extremely polite but as she was a non-native 
English speaker it was very difficult to understand her over the phone. She explained the 
different treatments, their lengths and prices in detail but due to the accent I found it difficult 
following, hence instant decision making was difficult. Finally, I was given instructions on 
where at their web-site I could find more information. After reading the treatment descriptions 
on the Internet I was able to finally to make an appointment.  
 
                                                 
25 See in more detail:  http://www.espainternational.co.uk 
26 In a management contract the owner of the property “hires” the operating company to fulfil all of the 
management and marketing functions needed to run the property.  
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The second call for booking was easier as there was a native English speaker answering the 
phone. An appointment for their “Calm” half-day package was arranged for the following 
week. My details were taken over the phone but no confirmation number and/or email were 
provided.  
 
Once arriving at the spa I was acknowledged and welcomed immediately. To my big surprise 
no booking was found under my name. As I hadn’t received any booking reference or a 
confirmation the situation was rather awkward. I was first suggested to re-book for another 
day but as I declined this option the spa receptionist was forced to provide with an alternative 
solution. She went quickly through the appointments for the day and was able to come up 
with a combination of individual treatments27 that would sum up approximately the same 
length and content as the original package. The price would be the same as in the “Calm” 
package28, which in this case, was cheaper than if I had booked the treatments individually.  
 
The actual service process at the spa consists of a welcoming foot ritual29 and an introduction 
to the facilities. Finally, the customer is escorted to the changing room and asked to take a 
shower and change into the bath robe provided. Once ready, the guest can proceed to a room 
especially designed for relaxation before (also in between and after) the treatments. This 
unisex lounge was of dark brown color and furnished with adjustable beds to lie on. Soft 
pillows and bed spreads were provided to make customers feel warm and comfortable while 
using the premises. The lights in the room were very dim and there was some quiet and 
soothing music playing in the background. Glossy lifestyle magazines, fresh fruits, nuts and 
juice drinks were available for everyone to enjoy.  
 
 
 
 
 
 
                                                 
27 A holistic body massage, manicure and pedicure. 
28 £170. 
29 In the foot ritual the customer’s shoes are changed into spa slippers for walking around in the changing 
facilities and treatment rooms etc.  
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In this case spa, a single therapist is in charge of all the treatments for one guest at a time. She 
came to collect me from the lounge after a short while. I was first interviewed with the help of 
a questionnaire. The purpose of the interview was to question my medical condition and any 
personal preferences or hopes I had for the treatments30. Here the therapist was creating a 
feeling of a personalized adventure through customized service to meet my needs and desires 
but did not apply any up-selling techniques.  
 
Number of treatments and products in use31
 
The treatments are divided into five categories: body treatments, body envelopments, facial 
treatments, finishing touches and packages & rituals that combine several individual 
treatments into an entity. Each category (the first four listed) includes a few individual 
treatments. There is a wide variety for the customer to choose from. A problem which may 
arise is making up one’s mind with the abundant offering the spa has.  
 
The spa uses only products created by ESPA. The philosophy behind the product is: “the 
determination to combine the best of ancient and modern therapies with the finest quality 
ingredients and skin care advances.  
The result is an unusual combination of spa inspired products, treatments and services that 
harness the best of aromatherapy, hydrotherapy, thalassotherapy, and phytotherapy.  
Absorbing these elements, the ESPA philosophy is focused upon enhancing an individual's 
lifestyle in a way that is both holistic and versatile.” (http://www.spachancerycourt.com/) 
This marketing language sounds very persuasive and convincing. As a customer I had no 
previous knowledge of the product or ESPA brand. While being treated with the products 
they felt pleasant and smelt good, no irritation or such was caused. This for me is a quality 
criterion enough.  
 
 
 
                                                 
30 For example whether I wanted a relaxing and soft massage or if I had a tight muscle etc. that needed to be 
treated with more effort and strength.    
31 A document for all treatments can be downloaded at http://www.spachancerycourt.com/ for more detailed 
information. 
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Pricing? Charge more but offer more32? 
 
As discussed earlier, adding value to the customer perceived experience is an important 
element. Experiences are very subjective however. Calculating whether you get more than 
you are actually paying for can be difficult as one would have to know how the packaging and 
pricing is done. As I was given both a manicure and pedicure I was eager to see whether any 
additional benefits or surprises would be included besides the standard treatment.  
 
As suggested earlier, a customer could receive extras during the treatment, for example, a 
newly opened nail polish could be given to the customer after treatment. This or anything 
extra, did not happen. Neither was I offered any discounts or recommended any products after 
the treatment.  
 
Balance between profit zones, comfort zones and back of the house and design with flexibility 
 
This spa was designed keeping in mind the idea that a spa should make money via its 
treatments and retail. The reception was clearly laid out to have enough space for several 
customers to be welcomed but also to have a display of products on hand. Other customer 
areas were spacious, although the layout was somewhat difficult and I got lost moving from 
the lounge to the changing rooms. Privacy and the comfort of the guests were well secured. 
The massage treatment room seemed big enough but it is difficult to say whether it was multi 
functional33. The room in which the manicure and pedicure takes place is designed more like 
a hair saloon. The chair in which I had to sit while treated did not give enough support for my 
legs and back and felt extremely uncomfortable.  
 
 
 
 
 
                                                 
32 Prices are available on the Internet (See footnote 10). 
33 Multi-usage of space is recommended, if a treatment room can do more than one type of treatment it gives the 
spa more flexibility. (See chapter 4.1.2). 
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Overall, the design of the spa is trendy using fashionable colours like gold and brown and 
wall finishes in pure limestone, soft floor lighting and wooden bridges over rippling water and 
pebble stones. The individual treatment rooms are clad in Asian-influenced split bamboo on 
walls and floors. One thing that I personally did not like was the location in the windowless 
basement. The use of lights was quite efficient but without daylight even half a day in the spa 
felt very long and dark34.  
 
How is experience created? Uniqueness and consistency to the concept 
 
Even though my spa experience did not start as smoothly as it could have, the treatments did 
create positive feelings and memories35. This is vital as without the positive experience from 
the actual treatments I would have had at least two negative memories; being unable to 
understand the spa receptionist over the phone and a missing booking upon arrival. This spa is 
unique in its own way. The layout of the space is interesting and so are the colors and 
materials used. They do reflect luxury as I understand it.  
 
As far as the concept is concerned, the customer cannot help noticing that the product is 
created by ESPA. The name appears in all the products used and sold. Something was missing 
from the “wow” effect and excitement though. Therefore, I would not be an ambassador who 
would communicate a great deal of positive word of mouth marketing for this spa.   
 
                                                 
34 In Germany a spa without windows and day light would not be allowed. (See 
http://www.wellnessverband.de/). 
35 The spa should touch the senses, evoke feelings and create memories.  (See chapter 4.1.2).  
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5.2.2 Spa Sequia at the Grove 
 
 
This spa is located in the metropolitan area of London and is part of the largest family-owned 
and run hotel group in the UK. (http://www.thegrove.co.uk/about/index.html) The hotel, a 
former home of the Earls of Clarendon, is an 18th century house set in 300 acres of 
Hertfordshire parkland and open countryside which has been transformed into a contemporary 
country estate with surrounding gardens, lawns, landscaped grounds and woodland walks. 
(http://www.thegrove.co.uk/news/introduction.pdf)  
 
ESPA has also developed the concept and design of this spa.  They have the responsibility for 
the operation, recruitment and training of the spa team and run it under a management 
contract. (http://www.espaonline.com/design/index.cfm?1C5A7201-B410-4913-2A91-
93E9C5E359E6) 
The case spa details are as follows: 
♦ 12 treatment rooms  
♦ 1 Couples treatment suite with double steam shower and two person baths  
♦ Sequoia Nails: manicure, pedicure and make-up  
♦ Separate sex-saunas, crystal steam rooms, lifestyle showers and individual 
Turkish Hammam  
♦ Separate-sex relaxation areas  
♦ Purified salt water vitality pool complete with individually controlled massage 
zones  
♦ Indoor swimming pool (22m x 11m)  
♦ Spa pool  
♦ Fitness and exercise studios  
♦ Juice bar  
♦ Private dining area 
(http://www.espaonline.com/espa//design/consultancy-gallery-pages/sequoia-at-the-
grove.cfm) 
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 How is the customer handled during the service process? Does the spa up-sell and link-sell to 
create an experience? Stage of personalisation? 
 
The web-site of this hotel is very informative; hence I had a very good idea what to book 
before contacting the spa. The spa receptionist was very polite and helpful. My details were 
taken over the phone and a confirmation email was sent the same day. This email had also 
instructions on how to prepare for the day in the spa and what to do while there36.  
 
For a customer who has never been to a spa before this kind of information can be most useful 
and even a regular user feels that she/he is taken care of with this personal confirmation email. 
 
Upon arrival at the early morning I was welcomed by the hotel’s reception. As the spa is 
located in a different building from the hotel I was provided a quick ride by a golf cart. The 
spa receptionist was already waiting for my arrival and immediately offered me coffee. While 
I was sipping my café au lait she gave me a form to fill in. Just as in the previous case spa, 
detailed information of myself and my medical condition was required before any treatments 
would take place. I was given a hand-written schedule and itinerary for the day before being 
escorted to the changing rooms and shown around the premises.  
 
After a shower I walked into the relaxation room to wait for my first treatment; a welcome 
foot ritual37. The relaxation room is furbished with dark, almost mystic colours and the 
lighting is very dim. Soothing music plays in the background. Customers are provided with 
newspapers and lifestyle magazines as well as a bar with mineral water and fresh fruit juices. 
The room also has heated electric loungers with personal music systems. 
 
During my half day stay at the spa I was treated by two different therapists and I was 
informed of this prior to the treatments. The first therapist performed the foot ritual as well as 
ESPA salt and oil scrub followed by the Balinese body massage. After a light lunch38 I 
returned to the treatment room for an ESPA intensive facial including Indian head massage by 
another beauty therapist. 
                                                 
36 Customers are also provided detailed information at the spa web site. 
37 Foot ritual included a foot bath in warm scented water.  
38 The package includes a two course lunch with an option of “healthy and not so healthy” menu at the Spa 
Garden Room. 
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I was not offered anything extra to buy while treated. This is quite understandable as a 
package is already designed with specific time and cost in mind. I would rather expect up 
selling to happen already at the point of booking. While having my facial the therapist gave 
me plenty of advice on how to take care of my skin and face.  
 
She had a very comfortable way of doing this in a personalized manner. The package was an 
experience with its soothing and relaxed treatments and leisurely timetable that allowed me to 
enjoy “free time” over lunch.  
 
Number of treatments and products in use 
 
All day programmes include the following complimentary facilities: a possibility to cycle, jog 
or walk around 300 acres of parkland in a specially designed trail with marked exercise 
points, unlimited use of the indoor pool, fitness and exercise studios and spa facilities 
including the vitality pool (which has therapeutic saline water and hydrotherapy jets), the 
crystal steam rooms, saunas, tropical rain or cold mist showers, the use of relaxation rooms 
and a two course lunch. (http://www.thegrove.co.uk/spa/dayguests.html) The use of all the 
facilities makes it possible to spend a whole day in the premises, for example having a half 
day package and then enjoying the complimentary facilities. The number of treatments for 
day guests includes six different packages39 as well as a number of individual treatments40 
that can be combined to create an experience of one’s own. Also this spa uses only products 
created by ESPA.41
 
                                                 
39 See more closely at http://www.thegrove.co.uk/spa/daypackages.html. 
40 See http://www.thegrove.co.uk/spa/sequoiatreatments.html. 
41 See previous case spa.  
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Pricing? Charge more but offer more42? 
 
Just like in the previous case I was not offered anything extra treatment wise. I would say 
there was a balance between the length of treatment and the overall experience. The package 
was not the cheapest or the most expensive but still provided me with three treatment 
experiences, a lunch and a relaxed stay. While having my facial I was given tips on what 
products to use in the future. I was also given a list of products to buy for home use for both 
face and body before leaving.   
 
I had a look on the recommended products and they were all quite expensive for me. To a 
regular (affluent) customer this type of selling can be quite efficient. While still feeling 
relaxed and pampered it is easy to buy the same products to take home.  
 
Balance between profit zones, comfort zones and back of the house and design with flexibility 
 
The overall space is allocated between the profit zone and comfort zone in a very nice way. 
The spa has plenty of natural light in the reception area, Spa Garden Room, and even in the 
treatment rooms (although the blinds were down). This was a pleasant surprise after the 
previous experience in the basement. The reception area consists of a reception desk, an area 
for selling and displaying the products and a corner for having café while checking in and 
filling in the questionnaires. The spa guests have enough of social and private comfort areas 
where they can stay and relax. In fact the changing room of this spa is very big and has all the 
amenities43 you could hope for. The design here is contemporary and luxurious. Lots of 
natural materials like wood and stone is used everywhere and the colours are light and airy.  
 
                                                 
42 Prices are available in the Internet. (See footnote 18). 
 
43 Amenities (=products for personal care) include hair dryers, body lotions, shampoos and conditioners, tooth 
brush and paste, other little nick knacks.  
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How is experience created? Uniqueness and consistency to the concept 
 
Personally this spa touched my senses, evoked feelings and created memories. I chose the 
spa’s signature treatment with a theme of tranquillity. The spa is unique but not so that it 
would limit its segments. One has to remember though that the price range always limits the 
quests in this type of product offering. I would say that the spa created a sense of curiosity and 
demand that easily makes customers return. This is a spa I would love to recommend to 
anybody and certainly created a “wow”. As far as the concept is concerned again the customer 
cannot help noticing that the product is created by ESPA44.  
 
According to the spa consultant the concept is aimed: “to create an environment where guests 
can escape from today's stress and reconnect with their senses within a unique setting.  The 
space is quite contemporary and Zen-like but also has a warm natural feel.  The Spa is 
designed to have symmetry and a sense of space by using a selection of natural materials such 
as rippled sycamore, oak floors and sleek black mosaics combined with a sunken ornamental 
garden within the heart of the Spa.” (http://www.espaonline.com/espa//design/consultancy-
gallery-pages/sequoia-at-the-grove.cfm) 
 
5.2.3 Spa at Mandarin Oriental, London    
 
 
The third case spa is located in a hotel in London just off Hyde Park. The company is an 
award-winning owner and operator of hotels and resorts, currently operating luxury hotels 
with almost 9000 rooms in eighteen countries with thirteen hotels in Asia, twelve in the 
Americas and six in Europe and North Africa. 
(http://www.mandarinoriental.com/hotel/520000010.asp) The company argues that their spas 
set standards worldwide. They have created what they call a “spa philosophy45” that offers a 
holistic approach to wellness, with treatments and facilities aimed at providing a combination 
of ancient Asian healing philosophies and modern Western techniques.  
 
                                                 
44 See previous case 
45 See more closely at http://www.mandarinoriental.com/hotel/507000177.asp 
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This is the third spa with ESPA consultancy for the complete concept. The schematic design 
was created working alongside Eric Parry architects. ESPA still continues to be their spa 
consultants.  
 
The spa details are as follows: 
♦ 8 treatment rooms  
♦ Manicure/ pedicure /make up studio  
♦ Personal training room  
♦ Gymnasium  
♦ Male and female changing rooms leading into heat experiences of Sanarium, 
amethyst crystal steam and vitality pool  
♦ Male and female Zen relaxation rooms  
(http://www.espaonline.com/espa//design/consultancy-gallery-pages/mandarin-oriental-
london.cfm) 
 
How is the customer handled during the service process? Does the spa up-sell and link-sell to 
create an experience? Stage of personalisation? 
 
The booking for a half day package called “Nourishing ritual” was made over the phone. A 
confirmation for my booking was sent the same day including information about the location 
of the spa in the hotel as well as the recommended time of arrival.  The spa also has 
information and guidance for customers on their web-site that, for example, recommend the 
guest to arrive 45 minutes prior to the first scheduled appointment. This allows the spa 
personnel to have a brief discussion about the treatment and to optimize relaxation using all 
the facilities provided. Again this type of information helps in orientating for the day in the 
spa. Not all customers have the access to Internet, in which case it is very useful to receive 
either an email or a letter of confirmation with all information needed.  
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I was welcomed warmly by the spa receptionist upon arrival. My guest journey began with 
the exchange of shoes for comfortable slippers, yet another foot ritual to be experienced! 
After the ritual and consultation on my medical background I was escorted to the changing 
room area and introduced to the facilities there. I was given instructions on when to be at the 
relaxation room to wait for my therapist of the day. At this spa I had the same beauty therapist 
for the entire half day package.  
 
The spa is built in two storeys. The reception and the treatment rooms are upstairs and the 
changing rooms and Zen relaxation rooms are downstairs. There is no natural light anywhere 
but the materials used reflect the different lights placed in the area. There are Japanese 
reflection pools under the open stairs producing a sound of trickling water. Dry gardens can 
be viewed from the shower within the treatment rooms and the Zen relaxation room has 
interchanging mood lighting. Once again lifestyle magazines and fresh fruits are offered to 
guests staying in the relaxation area. A variety of textures from crackled lacquer and 
Mongolian granite to horsehair panels is used in the premises; there are also some quite 
unique sculptures even in the changing rooms. The treatment rooms are a tad dark but make 
use of soft candle light, and music is played in the background. 
 
I was given all my treatments in one go. Of course I had to take a shower in between the 
scrubs and the wraps, but the shower was conveniently in the treatment room. The therapist 
was a non-native English speaker but was very clear in explaining the different stages of the 
treatments given to me. She did not try to up-sell anything as I had booked a package. At the 
end I was handed a “personal lifestyle guide” – a small letter where the therapist 
recommended different products for use along with a brochure of all ESPA products sold in-
house.   
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Number of treatments and products in use 
 
The spa has a downloadable “Spa Brochure” document for all the treatments on the Internet46. 
They offer a series of specially designed “rituals” encompassing Chinese, Ayurvedic, 
European, Balinese, Oriental and Native American beliefs and practices. The treatments are 
divided into “Signature treatments”, “Advanced time” and “Holistic time”. All of these 
include several individual/combined treatments. The spa also has full day and half day spa 
programmes that also have a variety of options to choose from. 
 
The reception area also serves as a “spa boutique”. The product range47 on offer combines the 
therapeutic benefits of the spa treatments, aromatherapy, thallasotherapy and skin care.  The 
spa uses and sells ESPA products but also has a variety of special signature products as well 
as gift certificates and a collection of ‘Harmonious Hampers’, each with a selection of 
products from their new signature range. 
 
Pricing48? Charge more but offer more? 
 
This was the most expensive package benchmarked. The prices are quite expensive but so is 
the location of the spa in London’s Knightsbridge, almost across the street from Harrods 
department store. The clientele of this day spa is most likely well off and can afford the price 
range of the treatments. Just like in the other three case spas I was not offered anything extra 
while treated. The therapist did recommend a variety of products to buy for home use. Unlike 
the other spas the list included a brochure with the prices.  
 
Balance between profit zones, comfort zones and back of the house and design with flexibility 
 
As far as customers are concerned this spa has well functioning areas for them to use. The 
overall space of the spa is of an oval shape and customer flow is made easy with two 
staircases; one leading downstairs towards the changing area and the other upstairs towards 
the treatment rooms.  
                                                 
46 ”Spa Brochure”: http://www.mandarinoriental.com/hotel/508000025.asp. 
47 “Spa Boutique”: http://www.mandarinoriental.com/hotel/508000027.asp. 
48 Prices are available in the Internet at http://www.mandarinoriental.com/hotel/508000025.asp.  
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All the treatments took place in a single room which in this case can be considered as 
“multifunctional” the room has its private shower so that there is no need to move around in 
between the different treatments. The spa reception is designed to have enough space for 
checking in and out customers and to have room for selling the products as well. As 
mentioned earlier this spa also lacks natural day light. The overall experience was very 
pleasant though, although a half day in the dim lights did make me feel a bit awkward, 
missing the sun.  
 
How is experience created? Uniqueness and consistency to the concept 
 
Again this spa is created to touch senses, evoke feelings and create memories. The number of 
personnel seems to outnumber all the other case spas. There were many receptionists working 
at the same time. This helps in serving and recognizing the customers straight away as they 
enter the spa and while on the premises. The design had many interesting features for example 
the sculptures and the use of water elements and sounds. This spa has both ESPA and its own 
signature products in use.  
 
5.2.4 Spa C-side at Cowley Manor 
 
This spa is located in a contemporary country house hotel49 in the beautiful landscapes of 
Gloucestershire. The hotel has 30 rooms and is set in fifty-five acres of countryside with four 
lakes and a Victorian cascade. The guests can use the park areas for walks and enjoyment, 
even “Wellington” boots are provided to lend in case of rain or wet conditions.  
 
The hotel has five room types named: “best”, “exceptional”, “great”, “better” and “good” with 
prices ranging from £230 to £455 inclusive of VAT and continental breakfast. Other facilities 
include a restaurant and a bar, billiard room, a private meeting room and children’s play 
room. There is also a spa which is exclusively for the use of the in-house guests (i.e. no day 
use is allowed).  
 
 
                                                 
49 More details at: http://www.cowleymanor.com/about.htm. 
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The spa has the following details: 
♦ Treatments and therapies designed by Michelle Roques – O’Neill 
♦ Indoor and out door (heated) pools 
♦ Gym 
♦ Sauna 
♦ Steam room 
(http://www.cowleymanor.com/cside.htm) 
 
How is the customer handled during the service process? Does the spa up-sell and link-sell to 
create an experience? Stage of personalisation? 
 
After studying the Internet site of the hotel I e-mailed them to ask about the day use of the 
spa. A quick response followed stating that I would have to book a room to be able to use the 
spa facilities50. I then called the hotel for a booking. The receptionist answering the phone 
was extremely pleasant and helpful. She recommended different types of rooms and finally I 
was able to book a “good” room type. A confirmation e-mail followed the same day. It had all 
details necessary for the actual stay and detailed information on how to get to the hotel using 
public transportation from London.  
 
Apart from the room, also a booking for a table in the restaurant was made for the stay. This 
seemed to be a standard procedure as the hotel is located away from Cheltenham Spa, the 
nearest city (about twenty minutes by taxi). The spa booking needed to be made separately, so 
I called the number provided in the email and booked for a “Cloud 9” treatment. It was 
confirmed over the phone for the evening of my arrival.  
 
The treatment I booked was the most comprehensive they had, hence the most expensive. I 
was not offered anything else than what I was asking for while booking. As the spa is for the 
use of the hotel guests only it is easy to combine different treatments to create a package or 
even to use the spa many different times. All the overall premises, like the pools, can be used 
freely within the opening times.  
                                                 
50 This could be written on the Internet already to avoid unnecessary enquiries.  
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When I arrived at the spa I was warmly welcomed but had to wait for a while. I was once 
again given a written query to fill in about my medical background. I was then escorted to the 
changing room where I was quickly shown around. This spa did not have a separate relaxation 
are whilst waiting for the treatment, so the therapist just came to collect me after a while.  
 
The treatment room was light and spacious with a combination of candles and day light from 
the ceiling windows. The therapist explained to me what was going to happen during the 
treatment, a combination of different types of massages and oils. She did not try to up sell me 
anything but did provide me with a hand written note after finishing. The note had 
instructions on how to enjoy the rest of the evening making use of relaxed “cloud 9” feeling. 
It also had product recommendations. The hotel room has amenities from the spa. The range 
of products include shampoo, conditioner, bath oil, shower gel, bath foam and body lotion. 
With a combination of these products for free use and the recommendations it is very easy to 
make a purchase decision. Furthermore the note has details on how to re-order by email or 
phone for a direct home delivery.  
 
Number of treatments and products in use 
 
The spa has altogether twenty seven different treatments51 all staring with a letter C. The 
products in use at the spa as well as in the hotel are especially designed and branded by 
Michelle Roques – O’Neill, bearing the name of the spa in the packaging. The ingredients 
used are mainly from nature; lavender, frankincense, tangerine and ylang ylang, for example. 
 
Pricing? Charge more but offer more? 
 
Just like in the previous cases I was not offered anything extra treatment wise. As the spa 
cannot be used as a day guest an overnight stay has to be added to the treatment price before a 
mental cost analyses. In my opinion the spa has a balance between the length of treatment, the 
overall experience and price. The amenities in the room as well as other overall services in the 
hotel add to the experience, hence the feeling of “offering more”.  
 
                                                 
51 See: http://www.cowleymanor.com/cside.htm. 
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Balance between profit zones, comfort zones and back of the house and design with flexibility 
 
The spa is a new building separate from the 19th century manor house. Local material has 
been used in it, for example yellow sand stone typical of the area. The location across the yard 
is cleverly hidden half underground utilizing a roof with hay and flowers covering it.  
 
The reception area to the spa is spacious and full of light. It overlooks both pools. Behind the 
reception there are the female and male changing rooms with access to the pools, saunas and 
gym. The treatment rooms, just like most of the back of the spa is half located underground 
but there are plenty of windows high up the walls and ceilings to provide natural light. Also, 
the inside of the building makes use of the local stone and the architecture is very 
contemporary. It is difficult to say whether there is plenty of flexibility in the treatment 
rooms, but there certainly is room for guests to enjoy.  
 
How is experience created? Uniqueness and consistency to the concept 
 
The concept of the spa is clearly thought of. Everything from the name (referring to C) to the 
building materials and the way staff is dressed reflects the contemporary yet service oriented 
concept. The way guests are welcomed and served is personal but efficient. The spa cannot be 
separated from the hotel as they create an overall experience. Upon arrival the guest is 
welcomed with a blazing open fire and soul music in the lobby. The personnel (very young at 
age) are all dressed in jeans and t-shirts stating “crew” on the back. The architecture and 
design of the hotel is relaxed and contemporary, creating an effect of “wow” from the minute 
you enter the building. As the hotel is r small it is relatively easy to create a feeling of “home 
away from home”. You are also welcomed to enjoy the technical facilities in the room by 
borrowing DVDs and CDs free of charge from the reception.  
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 5.3 Summary of the cases  
 
All the four case spas are amongst the top in their field in the UK thus offering an 
excellent starting point for competitive benchmarking. The chosen benchmarking criteria 
was used in all the spas and is summarized in table 8. 
 
Table 8. Summary of the cases 
 
Benchmarking 
criteria52
Case Spa A Case Spa B Case Spa C Case Spa D 
 
Personalized 
customer 
handling 
 
♦ Problems 
with booking 
and 
confirmation 
♦ Customer 
flow efficient 
using a single 
therapist and 
relaxation 
area in use 
 
♦ Booking 
efficient and 
polite, a 
confirmation 
email sent 
♦ Customer flow 
organized, two 
therapists in 
use, relaxation 
area in use 
♦ Recommends 
products to buy 
♦ Booking 
efficient and 
polite, a 
confirmation 
email sent 
♦ Customer flow 
efficient using 
a single 
therapist and 
relaxation area 
in use 
♦ Recommends 
products to buy 
♦ Booking 
efficient and 
extremely 
polite, a 
confirmation 
email sent 
♦ Customer flow 
not thought of, 
no relaxation 
area in use 
♦ Recommends 
products to use 
 
Treatments and 
products 
 
♦ Plenty of 
choice, 
combinations
, packages 
♦ Branded 
ESPA 
products  
♦ Plenty of 
choice, 
combinations, 
packages 
♦ Branded ESPA 
products 
♦ Plenty of 
choice, 
combinations, 
packages 
♦ Branded ESPA 
products and 
own signature 
products 
♦ 27 individual 
treatments, no 
packages 
♦ Own signature 
products, also 
as amenities in 
the rooms 
 
Pricing 
 
♦ A lot of 
variation 
♦ £40 -£175 
♦ A lot of 
variation 
♦ £10 - £400 
♦ A lot of 
variation 
♦ £58 -£345 
♦ A lot of 
variation 
♦ £15 - £95 but 
need to book a 
room also 
 
Design 
 
♦ Basement 
location, no 
day light 
♦ Dark colours, 
sounds and 
water 
elements 
♦ Lots of day 
light 
♦ Music  
♦ Light colours 
and natural 
materials 
♦ Basement 
location, no 
day light 
♦ Darkish 
colours, sounds 
and water 
elements 
♦ Uses day light 
♦ Music 
♦ Local, natural 
colours and 
materials 
 
Concept 
 
♦ ESPA ♦ ESPA ♦ ESPA ♦ Own signature 
concept, 
created by  
Michelle 
Roques – 
O’Neill 
                                                 
52 See in more detail at previous chapters.  
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In all of the case spas one could detect that customer flow is of great importance. The way 
the process is handled from the very minute the guest contacts the company creates trust 
and possible patronage. Using the Internet is common today and many customer 
“candidates” probably seek information about the spa there before the actual booking. 
Therefore at least contact information has to be provided on the Internet. The spa also has 
to take into consideration also those potential customers who do not use the Internet and 
market the services elsewhere with appropriate details for bookings and enquiries. Once 
the customer calls the spa the personnel have to be able to communicate with her/him in a 
clear and precise manner. During the call the combination of information given and the 
friendliness of the staff are important. A confirmation letter or email which is sent after the 
booking should give detailed information not only about the services booked but also 
about the stay at the spa as it might be the first time ever a customer is using the service. 
Three out of four spas managed this phase very well. Case spa A had difficulties in 
explaining the services over the phone as well as confirming the booking; the customer 
had no appointment upon the arrival. This is a potential problem in case no other 
arrangements can be made impromptu.   
 
As the competition is getting harder the spas have created plenty of choice for their 
customers. The number of treatments can be even confusing especially when the customer 
is a first timer or not used to the exotic names of the different services. The Internet can be 
used here as well in explaining the different types of packages and/or treatments to choose 
from. A downloadable brochure is quite useful, but also printed media should be used as 
not all have access to the Internet. It is important to remember that also the personnel have 
to be able to explain and perform all the treatments in use.  
 
Three out of four case spas have chosen the same consultant company (ESPA53) to create 
their spa and the products in use. One of the spas had also added a signature line of their 
own to the experience. However the only independent hotel had also used an outsider to 
create their signature products. This suggests that companies trust specialists in the new 
service development.  
 
                                                 
53 http://www.espaonline.com. 
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 The danger in this is that, after a while, the products and services start feeling the same. 
The positive point for the customer is that the concept is thoroughly thought of since the 
competitors have chosen the same supplier.  
 
Prices range significantly thus creating confusion to the customer. It is good to have a full 
description of a package or treatment with prices so the customer can evaluate and 
compare different prices in house and between the competitors. The prices have to match 
the target segments ability to pay and definite minimum/maximum rates cannot be 
determined beforehand.  
 
Design played an important role in all the case spas. The use of natural colours and 
materials, sounds, water and light was noticeable. The colour schemes ranged from cold 
and dark to very light and can only be described as different in each of the case but 
following the overall trends like in fashion.  
 
5.4 Conclusions  
 
The fourth sub-objective of this study was to analyze the data collected via benchmarking 
the four spas. Previous chapter tried to bring together the “story” of the cases. As far as the 
benchmarking exercise conducted is concerned the following conclusions can be drawn: 
 
♦ A competitive benchmarking visit should be an open exercise where different 
type of data, both qualitative and quantitative, is quite freely available like 
discussed in chapter 3.3.3. The quantitative data could be, for example, the 
number of spa personnel, the turnover of the spa, and specific details about the 
different treatments, like how popular they are. This type of (number) data is 
completely missing from this study thus making it a less “pure” example of 
competitive benchmarking.   
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 ♦ While performing the visits being a “complete participant” but observing the 
services in covert was both positive and negative. In the role of a normal 
customer, the positive thing was that I could freely monitor the service 
personnel, the service concepts and the environment like any client would. The 
negative point was that I couldn’t really ask very specific “non customer type” 
questions as they would have probably seemed odd to the personnel. 
Interviewing and asking questions would have provided me with, possibly 
valuable, answers to all those “why, who and when” questions involved in the 
service development process.  
♦ The criteria built for this study was only based on various spa articles like 
discussed in chapter 4.1.2. It could have been tested before the actual visits to 
show whether it works or not. Although, like recommended by Freytag and 
Hollensen (2001), a uniform method for the data collection was used; it should 
have been more specified in terms of units for making the comparison and the 
analysis phase easier. Some sort of scaling could have been used. It can be 
argued that the chosen criteria were usable but not the best possible.  
♦ Being a sole researcher with a small number of cases is not a negative thing54, 
but when it comes to this particular study one has to notice that all the 
observations are subjective and based on my experiences only.  
 
In conclusion it can be argued that in an actual competitive benchmarking exercise many 
details should still be considered but even as a limited exercise the method still works as it 
provides ideas for new services. Since the case companies all represent spa best practise 
champions it is understandable there was not a lot of variation between the results. 
Furthermore it can be argued that the criteria and the results in this study could represent 
ideas for NSD for new spa concepts for the international hotels chain I have been doing 
the research for. Next chapter suggests a new model for the use of benchmarking as an 
idea generating tool in NSD process.   
                                                 
54 This is discussed in the theory, chapter 4. 
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6 FINALIZED MODEL COMBINING BENCHMARKING AND NSD  
 
6.1 Introduction 
 
The four spa cases were performed to test how competitive benchmarking can be used in 
the new service development process and more specifically in the idea generation phase. 
Other means of generating service ideas discussed included internal idea sources, ideas 
from customers, distributors, suppliers and competitors as discussed earlier. Kinnunen’s 
(2001) analytical model for generating service ideas was selected as a basic model for this 
study and for further testing in conjunction with a benchmarking exercise as explained 
previously. The original model includes the use of customers in identifying the true needs 
for services. I find this useful and therefore have not eliminated anything from the original 
model.   
 
6.2 Model for using benchmarking as an idea generating tool in NSD 
 
Figure 12 shows the finalized model for generating service ideas with the use of 
competitive benchmarking. The model of Kinnunen (2001) is drawn with dotted lines and 
all the things she suggests can be combined with benchmarking in the search of new ideas.  
 
The model includes trends that offer a starting point to the process as they often influence 
the (competitors) service offering, (in this study wellness services like spas). The service 
offered by competitors is the basis for a benchmarking exercise and true best practice 
competitors should be chosen. The way in which the criteria are built is important and 
should be tested beforehand. The process itself is explained in chapter 3.3.3 and therefore 
not repeated in the picture. The end product of this process is a service idea (or several 
ideas) that can be put forward to creating a service production concept and service design. 
Finally the new service is launched55.  
 
                                                 
55 See chapter 3.2.2 for NSD models.  
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Figure 12. Model for using competitive benchmarking as an idea generating tool in NSD 
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7 CONCLUSIONS 
 
7.1 Contributions of this study 
 
The aim of this study was to examine how the benchmarking method can be used as an idea 
generating tool in the new service development process. Competitive benchmarking – a 
comparison with direct service competitor(s) products/services and business processes – was 
chosen as the benchmarking type.  
 
The context of this study was wellness which has emerged as a growing trend around the 
world. Wellness was defined as a balanced state of body, spirit and mind that includes holistic 
aspects like self-responsibility, physical fitness/beauty care, healthy nutrition, relaxation, 
mental activity and environmental sensitivity. Wellness was also viewed as a way of life, 
which aims to create a healthy body, soul and mind. This trend is also reflected in the services 
of the hospitality industry. After the definition of wellness the hotel product was discussed to 
create an understanding of the service offered by hotels, and how they are related to wellness. 
The definitions for wellness hotels and spas were given.  
 
Five NSD process models were studied and introduced in this study in connection with 
service development. The model comparison was done based on literature and earlier studies.  
Kinnunen’s (2001) analytical model was then chosen as a basis of this study. As the research 
concentrates on the idea generation phase of NSD, also different ways of generating ideas was 
discussed. These include internal sources like employees, customers, distributors, suppliers 
and competitors.  
 
The following step was to define benchmarking and its types. Also, the process had to be 
studied so that it could be applied in the research. Again literature and earlier studies were 
used.  Finally the empirical part was the use of competitive benchmarking method at four 
spas.  
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The most important theoretical contribution of this study is the model for generating service 
ideas with the use of competitive benchmarking. According to Kinnunen (2001) the first early 
phases in the NSD process have been emphasised as being the most important for the success 
of the new service but in reality the phases seem to be easily neglected in companies. Service 
development was also seen as a more haphazard action than developing physical products. A 
more systematic approach to the development of services might help the companies in 
selecting service ideas that are useful and can be created to actual services without the fear 
that they fail.  
 
The practical contribution in this study is the criteria created for spa benchmarking. As a 
conclusion it was argued that the criteria was usable but not the best possible to gain practical 
recommendations for service ideas. The empirical testing was conducted mainly to asses the 
proposed benchmarking model but also to actually analyze the services and service 
environment of four top spas in the UK. The list of success factors (and thus ideas for further 
development and use) include personal customer handling throughout the process, an 
abundant selection of treatments and packages, trendy design and clear concept. These points 
could be used in the further creation of successful spa services.  
 
7.2 Assessment of the study and ideas for further research  
 
This study mostly benefits research related to tourism and more specifically the hospitality 
services within the tourism cluster. The proposed model could be used in the planning and 
implementation of new services, for example, in hotels and restaurants. The model could 
possibly be used also in other service intensive industries. This study adds to research within 
the new services development and especially the idea generating phase.  
 
The main challenging questions in qualitative research usually deal with the size of data / the 
number of cases, reliability, validity and generalization. Validity, that is whether the object 
has been defined and described correctly and exactly, is seen as a strength of qualitative 
research. Reliability means that two or more researchers studying the same phenomenon in 
similar circumstances should reach approximately the same results.  
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It is useful to notice that case study research restricts itself to a narrowly defined study 
situation, in this particular study a spa environment in the UK. Findings may be generalizable 
to other comparable situations or systems, but this is not a claim of the case study approach. 
Rather, the case studies aim to provide a glimpse of how the wider picture might look, or 
possibly a reference frame from which researchers elsewhere might begin parallel studies, or 
benchmark their findings. (Johns and Lee-Ross 1998; Gummesson 2000; Kinnunen 2001) The 
question of objectivity raises concerns as to whether the subjectivity of the researcher affects 
the results. This problem can be avoided by using triangulation; different sources of 
information. (Eskola and Suoranta, 1998)  
 
As a researcher I have tried my best to be objective at all times and especially when it came to 
the benchmarking visits. The criteria used were the same for all the spas but one has to admit 
that, for example, what designs and colours one finds attractive and/or trendy can be 
extremely subjective. The fact that I had to be a covert observer limited the data as well. A 
combination of interviews and benchmarking visits might have given the data more depth 
even though according to Miller et al. (2005, 119-120) to witness the events in their natural 
context provides further value to the accuracy of data.  
 
The model of this study certainly needs more investigation as current research on idea 
generation is still quite limited in (hospitality) services. Future research could include a more 
detailed analysis of the proposed model with the use of quantitative data that was missing 
from this benchmarking exercise. A combination of both soft and hard measurement could 
bring more insight to the best practices benchmarked.   
 
Tourism in Finland has also benefited from the wellness trend and Finland has dozens of spas 
spread around the country. Their service offering is still quite limited56 and could benefit from 
a research of new service ideas. Also hotel industry could benefit from a research for further 
differentiation of its services offering. 
 
 
                                                 
56 Finnish spas are divided into health spas and leisure spas.   
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